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EXECUTIVE SUMMARY 
 
 
Organisations face many obstacles in maintaining high quality standards and 
enhancing their competitive positions. It is not just the external factors, such as 
market fluctuations, but also internal obstacles, that have an effect on the 
competitiveness of organisations. Most of the internal factors are the result of poor 
management practices such as insufficient employee development paths, lack of 
mentorship programmes or job insecurity which results in the poor performance 
and commitment levels of employees. However employees are more willing to 
provide efficient and effective practices if they are committed to the organisation.  
 
A committed workforce can be created through many practices. Some of these 
practices include, creating an environment where employees feel as though they 
are part of the organisation and that their actions directly influence the success of 
the organisation (Kingston 2007); building long lasting and fair relationships 
between staff and supervisors (Manetje 2009:50); providing partial organisational 
ownership for employees through employee share ownership schemes (Employee 
share ownership plan guidelines 2007:3); creating an organisation structure which 
binds employees and groups together and removes bureaucratic practices (Brooks 
2009:190) and creating management styles that encourage employee involvement 
(Manetje 2009:51) 
 
Unfavourable conditions within the economy are not making it any easier for 
organisations to become more competitive. Organisations have had to downsize, 
restructure and transform in order to cut costs as the demands for goods and 
services slowed down. However, these practices have resulted in an insecure work 
environment for employees and have posed complex challenges for management. 
(Coetzee 2005). 
 
Employment contracts have therefore become popular tools for managing 
economic downturns. Organisations opt for more temporary staff so as to easily 
xv 
 
reduce headcount when costs need to be lowered. Employment contracts give 
organisations the advantage of flexibility which is a key area for success in 
turbulent business environments (Krausz, Bizman & Braslavsky 2001:302). 
Previous research on temporary contracts has revealed lower commitment levels 
of staff than other types of contracts such as permanent and fixed-term contracts 
(Guest 2004:12). Therefore, there needs to be a balance between various 
employment contracts; a balance which brings out the best in organisational 
performance. The different types of employment contracts are also important tools 
to use to enhance commitment within the organisation. For that reason, it is 
essential to understand the linkage between the types of contracts and 
organisational commitment and whether certain contracts result in higher levels of 
organisational commitment.  
 
The primary objective of the study is to identify factors which influence 
organisational commitment as well as to investigate whether organisational 
commitment and the different types of employment contracts can increase 
employee motivation and job involvement within the automotive industry 
environment.  
 
Given the primary objective of the study, a quantitative research paradigm was 
followed in testing the relevant hypotheses. A five-point Likert scale questionnaire 
was conducted to gather empirical data from the respondents employed within the 
automotive industry. The target population of the study was the employees within 
the automotive industry (Volkswagen of South Africa). A convenience sampling 
technique was used to distribute the questionnaires and the researcher made use 
of both manual hand-outs and an online system called the Survey Monkey to 
gather the data. The sample was restricted to 260 respondents.  
 
The main findings of this study revealed that the dimensions, workplace culture, job 
security, career development and personality were statistically significant and had 
a positive influence on organisational commitment. Workplace culture proved to be 
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the most significant positive influence on organisational commitment. Thus, if an 
organisation adjusts this dimension to better suit the employees, the result could 
be an enhanced level of employee commitment. On the other hand, management 
style and mentoring were found to be the least important in influencing 
organisational commitment in the automotive industry.  
 
Furthermore, the results illustrated a significant positive relationship between 
organisational commitment and the dependent variables, employee motivation and 
job involvement. The study also identified the link between employment contracts 
and organisational commitment, job involvement and employee motivation. 
However, a statistically significant relationship only existed between employment 
contracts and job involvement. Thus the different types of contracts have an effect 
on the level of employee involvement within an organisation.   
 
The implications of the findings are that organisations within the automotive 
industry should focus on areas that have a substantially greater impact on 
organisational commitment. These areas include workplace culture, job security, 
personality and career development. Organisations thus need to find methods or 
processes which facilitate the development of these areas. In order for 
organisations to move from good to great, a workforce that is committed to the 
goals and objectives is required. 
CHAPTER ONE 
 
INTRODUCTION AND SCOPE OF THE STUDY 
 
1.1 BACKGROUND TO THE STUDY  
 
Reducing costs in order to remain viable in current economies that are 
continuously changing is a major challenge for many organisations. However, this 
can be achieved by becoming more efficient. That is, organisations need to 
understand their business processes so that they can minimise waste and 
manufacture more products faster. Rasing (2010) defines productivity as the ability 
of an organisation to convert available resources into profitable goods and 
services. Productivity therefore allows employees to apply their skills and 
innovative ideas to achieve maximum output with inputs and processes that are 
already in place within an organisation. Improving productivity allows organisations 
to expand their market share and enter into other global markets. However, 
productivity is not easily achieved and is dependent on the commitment and 
motivation of the organisation‟s employees. Productive, trained and empowered 
employees enhance organisational success and it is thus imperative that 
supervisors and managers create an environment that facilitates employee 
commitment.  
 
Organisations therefore need to prioritise skills development and management of 
their employees in order to be profitable. This is because the quality of an 
organisation‟s employees directly influences its ability to gain, and more 
importantly, sustain a competitive advantage. Talented and knowledgeable 
employees are an important corporate resource, especially during uncertain 
economic climates. (Little 2009:12).  
 
In order to improve job performance among employees, there are two aspects that 
need to be focused on; firstly, the ability of employees. That is, the skills, 
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experience, education and training that employees obtain have a major influence 
on the performance of employees. Secondly: employee motivation. Motivation is 
the key to employee performance and is essential for any organisation to survive 
and succeed. (Accel 2010). Therefore, supervisors and managers should focus on 
methods that enhance the motivation of employees.  
 
Kingston (2007) states that in order for employees to be committed, they need to 
feel as though they are part of the organisation and that their actions directly 
influence the success of the organisation. An effective work environment is vital for 
the success of small and large organisations. Kingston (2007) adds that it is critical 
that an organisation has a positive work environment and that its employees are 
focused on common goals. However, in reality, this is not always the case, in some 
instances external as well as internal forces influence the functioning of 
organisations. For example, when rules fail to be implemented and problems 
remain unresolved, the results can be an unproductive labour force and a negative 
work environment which can have serious implications on an organisation in terms 
of employee resignation and failure to achieve organisational goals.  
 
Coetzee (2005) also states that the financial crisis that occurred during 2008 and 
2009 caused many organisations to downsize, restructure and transform. This 
created a very insecure work environment for employees and made it increasingly 
important for management to maintain and upgrade the organisation‟s ability to use 
human resources as effectively and efficiently as possible. This shows that, hiring 
employees who are best equipped for the job at hand is critical, however, the ability 
of the organisation to create a committed workforce is even more important. It is 
therefore essential for supervisors and managers to understand the concept of 
commitment, not just what it is, but also how it operates and the identification of the 
behaviours displaying employee commitment.  
 
There is a great distinction between organisational behaviour and commitment. 
Organisational behaviour refers to the actions and attitudes displayed by people 
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within organisations, whereas, organisational commitment can be defined as the 
degree to which an employee identifies with the organisation and is willing to exert 
effort on the organisations behalf. Thus, employees with high levels of commitment 
in an organisation will stretch themselves to assist the organisation through difficult 
times whereas those employees with low commitment levels will have a stronger 
intention to leave for better jobs that might arise. (Noe, Hollenbeck, Gerhart & 
Wright 2004:324).  
 
Boshoff and Mazibuko (1995) state that in order to enhance organisational 
commitment, two approaches could be used. The first is by providing employees 
with interesting and challenging work as well as by providing regular feedback on 
job performance. This enhances the commitment of employees in an organisation. 
The second approach is to encourage the feeling of group cohesion among 
employees which will lead to improved perceptions and attitudes of employees in 
an organisation. Furthermore, positive feelings expressed by employees about the 
job itself and their co-workers can improve their job performance and reduce the 
harmful impact of labour turnover, which comes at a huge expense to the 
organisation.  Boshoff and Mazibuko (1995) discovered that shared ownership 
does not necessarily influence organisational commitment but it does however 
result in reducing employees‟ propensity to leave. Therefore, encouraging 
employees to become members of share ownership schemes has a greater impact 
on the propensity of employees to resign than on enhancing employee 
commitment.  
 
Staren (2009) states that one of the most critical yet extremely difficult tasks of 
supervisors and managers of an organisation is motivating employees and 
enhancing their commitment. Those supervisors and managers, who are unable to 
fulfil this task effectively, run the risk of organisational failure. An effective 
supervisor and manager is one that not only recognises this risk but also realises 
that identifying positive and negative motivators requires knowing his or her 
employees on an individual basis. (Staren 2009). It is therefore critical for 
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supervisors and managers to determine the perceptions that employees have on 
organisational commitment and what drives these employees to be committed.  
 
1.2  THEORETICAL FRAMEWORK 
 
This section provides a theoretical overview of all the independent variables (work 
environment, job considerations and personal considerations), organisational 
commitment, employment contracts and the dependent variables (employee 
motivation and job involvement) that inform this study.  
 
1.2.1 WORK ENVIRONMENT  
 
According to Gerber, Nel and Van Dyk (1998:24), the term work environment refers 
to the area in which an employee functions, and it can be divided into three 
environments namely the job content, the job context and the external 
environment. Job content refers to the work a person performs or the job he or she 
holds. This environment has dimensions such as the degree of challenge in the 
workplace, the nature of work, utilisation of training, knowledge and skills, goals 
and significance of the job, job satisfaction and feedback. Job context can be 
explained as the task environment within which an individual functions, for 
example, the organisation, the work group, other groups and leadership. The 
external environment represents factors outside the organisation that affect 
personal functioning. Factors such as the effect of technological acceleration on 
individual employees, the effects of social groups such as labour unions on the 
participation of employees in the organisation and the current economic climate all 
form part of this environment. (Gerber et al. 1998:24). 
 
When the work environment of an organisation is perceived by employees as 
negative, high levels of stress are reported, and it is said that employee stress has 
the greatest influence on productivity and employee health (Sullivan 2004:1). 
Stress therefore creates a major expense for an organisation because it results in 
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employee absenteeism. Reducing stress experienced by employees in an 
organisation requires changes in job design, workplace culture, organisational 
systems and management practices. This process is not easy to implement as it 
requires high levels of commitment and involvement from individual managers, 
senior executives and sometimes even governments. (Sullivan 2004:1). 
 
As stated previously, the work environment has a negative impact on productivity 
and health of employees and it can be influenced by factors such as the 
management style, management practices, social support and the pervading 
culture (Sullivan 2004:5). Sullivan (2004:5) focuses on the impact of the work 
environment on the productivity and health of employees, thus research is required 
in order to see how the work environment impacts on the organisational 
commitment of employees, making use of the management style, organisational 
support and workplace culture within the automotive industry. These attributes are 
further supported by a study by Coetzer (2010) who states that the characteristics 
of a work environment that enhance employee development which in turn leads to 
employee commitment include the following: 
 
 opportunities to learn different tasks; 
 opportunities to take on challenging tasks; 
 management tolerance levels; 
 ideas for change are welcomed; 
 constructive feedback; and 
 on the job training. 
 
Sullivan (2004) explains that healthy work practices are one of the ways to 
enhance employee commitment to the organisation and to reduce absenteeism. 
Furthermore, Sullivan (2004) states that when organisations improve their working 
environments in ways that promote health, all health outcomes such as 
absenteeism decrease. Patel (2010:2) adds that the work environment is an 
excellent place to encourage better health and wellness habits among employees. 
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If supervisors and managers provide education on healthier habits and wellness for 
employees, the result could be a positive impact on the working environment of 
employees, as well as improved performance and behaviour.  
 
The actual physical layout of an organisation is also important in order to maximise 
productivity. Minimum level office accessories chosen by management as well as 
minimal employee access to workplace systems may often cause major obstacles 
in increasing employee productivity. A productive work environment requires 
supervisors and managers that are able to motivate their employees in an 
infrastructure that is amendable to every employee‟s needs („The Working 
Environment‟ 2008).  
 
1.2.2 JOB CONSIDERATIONS 
 
Job considerations consist of all the dimensions that are attached to a job, that are 
perceived as valuable to employees and that have the potential to improve 
employee commitment (Sawhill 2009). Sawhill (2009) explains that, in addition to 
seeking a higher income, employees should also look for job activities or careers 
that are going to provide a sense of accomplishment as well as positively reinforce 
their own sense of self-worth. A job therefore should entail more than just a salary; 
it should have some other pay-off that is going to make the employee‟s work 
activity worthwhile. Employee commitment may be enhanced through mentoring by 
supervisors and managers, job security provided by the organisation, and 
opportunities for career development.  Mentoring allows employees to feel more 
competent with their work and become more grateful to the organisation which 
leads to employees becoming more committed to the organisation (Chew 
2008:692). 
 
Chew (2008:692) adds that supporting employee development and providing 
training opportunities are crucial to gaining employee commitment in an 
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organisation. Those employees who feel that their organisation supports them work 
harder and perform better than employees who do not have such feelings.  
 
Sinclair, Leo and Wright (2005:9) proponents of the social exchange theory 
suggest that affective commitment results from employees‟ measurement of how 
the organisation is treating them. Therefore, employees will respond with affective 
commitment and associated behaviour when they feel that the organisation is 
committed to them. With high quality benefit systems, continuance commitment 
should be promoted due to the fact that these benefits represent something that an 
employee must forgo when leaving. 
 
Job security refers to the employees‟ assurance or confidence that they will not 
lose their current job. It is stated that employees with high levels of job security 
have a low probability of losing jobs in the near future. The job security of an 
employee is influenced by the performance levels of the employee, the success of 
the organisation that the employee works for, and the current economic 
environment. (Thornton 2011). Darwish (1997:184) states that the importance of 
job security stems from the fact that it is essential for influencing work-related 
outcomes. Job security is an important determinant of employee health and 
wellbeing, employee turnover, employee retention, job satisfaction and 
organisational commitment. 
 
Career development is the sequence of work related positions that an employee 
occupies during his or her life time. Opportunities for career development are often 
not available due to downsizing, mergers and the tendency of supervisors and 
managers to place the responsibility on the employee in developing competencies. 
Therefore a career encompasses work experiences, opportunities of career 
alternatives, individual choices and individual experiences. (Hellriegel & Slocum 
2004:6).  
 
8 
 
According to Gerber et al. (1998:131), the long term interests of employees should 
be protected by the organisation and employees should be encouraged to grow 
and realise their full potential for their own benefit and the organisation. If the 
career planning and development of an employee is effective, the employee will 
then realise his or her full potential and will be prepared to stay with the 
organisation till retirement. 
 
1.2.3 PERSONAL CONSIDERATIONS 
 
Most research regarding personal characteristics of employees within the work 
place focuses on factors such as the age of the employee, gender differences, 
marital status, education level and tenure. Some of the researchers that have 
researched these factors include Camilleri (2002), Iqbal (2010), Mumford and 
Smith (2004) and Pelled, Ledford and Mohrman (1998). 
 
It is true that, the level of commitment provided by an employee can be influenced 
not only by the job, its surroundings, and demographic factors, but also from other 
personal considerations. Factors such as the personality, type of employees and 
the personal value of an employee to an organisation both influence the amount of 
commitment that employees will exert in an organisation (Iqbal 2010:20). An 
employee‟s personality can be defined as the way in which the biological, physical, 
social, psychological, and moral traits of an employee are organised into a whole, 
as well as the relatively constant set of behavioural patterns that flow from the 
dynamic interaction between the employee and his or her environment in a 
particular situation (Nel, Werner, Haasbroek, Poisat, Sono & Schultz 2008:36). 
According to Nel et al. (2008:37), there is a belief that an individual‟s personality 
can have noticeable influence on his or her work performance within an 
organisation, and on the extent to which such an individual adjusts to his or her job. 
Based on this, two aspects apply: 
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 Firstly, it is rational to assume that in some instances personality factors do 
have an influence on job-related behaviour via a motivational route. There 
therefore is an expectation that individuals with certain personality traits will 
be more prone to look for certain types of employment, and to be better 
suited to these jobs than other people with other personality traits. 
 Secondly, it is also logical to assume that in certain occupations, personality 
factors will have a direct impact on the expertise with which the individual will 
be able to perform his or her functions. This is easily noticed in jobs that 
require a great deal of personal contact with other people. 
 
1.2.4 THE NATURE AND IMPORTANCE OF ORGANISATIONAL COMMITMENT 
 
Ketchand and Strawser (2001) define organisational commitment as attachments 
that individuals form to their employing organisations. Organisational commitment 
can also be defined as the degree to which an employee identifies with the 
organisation and wants to continue actively participating in it (Newstrom & Davies 
1997:259). 
 
Meyer and Allen (1997:11) illustrate that there are three components of 
commitment, namely affective, continuance and normative. Affective commitment 
refers to the employee‟s emotional attachment to an organisation as well as the 
identification and involvement in that organisation. In any organisation, those 
employees with strong affective commitment continue employment with the 
organisation because they want to do so. In periods of organisational change, 
employees with affective commitment may resist change. This is due to the fact 
that these employees are committed to a single set of values and goals and will not 
be able to manage with prevalent uncertainties.  
 
Continuance commitment refers to the awareness of the cost attached to leaving 
an organisation; this includes economic costs and social costs. ln this case,  
employees remain with the organisation not because they want to, but because 
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they have to. Lastly, normative commitment illustrates a feeling of obligation to 
continue employment with an organisation. This feeling may arise because an 
organisation has invested resources in the training and development of an 
employee. The employee then feels a moral obligation to put forth effect on the job 
and stay with the organisation to repay the debt of the training. The employee 
stays with the organisation because he or she ought to. (Meyer & Allen 1997:11).  
 
Employee commitment therefore is fundamental in order for organisations to excel 
and become competitive. Identifying and understanding which attributes of a job 
are seen as valuable to employees is extremely important for supervisors and 
managers. Employees experience high levels of job insecurity as markets become 
unstable and continue to change. Many organisations retrench in order to save 
costs, which causes a constant fear of job loss for employees. This reduces the 
efforts of employees in achieving organisational objectives. As such, employees 
need to be reassured that their jobs are secure in order for them to be committed 
to the organisation. (Nehmeh 2009:4). According to Nehmeh (2009:5), research 
has shown that highly committed employees wish to remain associated with the 
organisation and advance organisational goals, and are thus less likely to leave. 
This illustrates a positive link between the level of organisational commitment and 
job tenure. 
 
1.2.5 OVERVIEW OF EMPLOYMENT CONTRACTS  
 
A contract is a legal agreement between two or more people for an exchange of 
products or services (Rutter 2011). Employment contracts are essential documents 
that regulate the terms and conditions of employment between the employer and 
the employee. The contract indicates what the employee of an organisation is 
entitled to receive in terms of the organisation‟s policy, benefits, and labour 
legislation, and what the employer will provide in terms of benefits and labour 
legislation. (Rutter 2011). 
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There are various types of contracts available to employees. These include 
permanent contracts, fixed term contracts, probation employment and temporary 
contracts (project employment). Permanent contracts of employment are contracts 
that do not have an end date stipulated in the contract. An employee in a 
permanent contract often has a larger pool of benefits to choose from than those 
employees in fixed term contracts. Fixed term contracts of employment are 
contracts that indicate the starting date and ending date of the contract. Upon the 
attainment of the contract period, the contract of employment will terminate and the 
employment relationship between the employer and the employee will cease. 
Probation employment is a contract whereby the employee is given a certain 
amount of time to prove his or her worth. Failure to make the grade will result in the 
employer not employing the employee. A temporary contract (project contract) of 
employment is a contract where an employee is employed by the employee to 
complete a certain project. The length of employment depends on the length of 
time that the project takes to be completed. (The Importance of the Employment 
Contract 2011). In order for organisations to be able to retain employees and 
increase employee involvement and commitment, management needs to enhance 
all those areas that add value to its employees. Employees play a vital role in the 
success of any organisation. 
 
1.2.6 OVERVIEW OF EMPLOYEE MOTIVATION 
 
Motivation is the force within a person that arouses, directs and sustains behaviour 
(Schultz, Bagraim, Potgieter, Viedge & Werner 2003:53). There are three levels of 
motivation in employees and the first level is intrinsic satisfaction which forms part 
of the employee‟s natural interests. The second level is extrinsic motivation which 
consists of future rewards such as improved employment prospects. Lastly, a 
combination of satisfaction and reward forms the final level of motivation which is 
the success gained in the task. Without the final level of motivation (task-based 
satisfaction), there would be no platform to develop intrinsic and extrinsic 
motivation. (Mahal 2009:45). 
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Motivated employees are employees who are driven to perform at high standards 
and are highly committed to an organisation. Effective supervisors and managers 
know that they must understand their employees and what motivates them in the 
workplace in order for the organisation to prosper. Therefore, supervisors and 
managers must find out what the employees‟ needs and wants are, as well as the 
goals they have set for themselves, in order to understand what motivates an 
employee and to align development paths according to the employees objectives. 
(Schultz et al. 2003:53). 
 
1.2.7 OVERVIEW OF JOB INVOLVEMENT IN THE ORGANISATION  
 
Job involvement refers to the extent to which a person identifies psychologically 
with his or her job and considers his or her performance level as a reflection of self-
worth. An employee with a high level of job involvement in an organisation will 
have a strong sense of belonging in the specific job and will be determined to 
perform well, whereas for a dissatisfied employee with low job involvement, 
performing well or poorly does not affect the employee‟s self-concept. (Schultz et 
al. 2003:46).  
 
Employees with high job involvement are likely to believe in the work ethic, to 
exhibit high growth needs and to enjoy taking part in decision making. These 
employees are willing to work long hours and will attempt to be high performers. 
(Newstrom & Davies 1997:259).  According to Chughtai (2008:169), the construct 
of job involvement is very similar to organisational commitment in the sense that 
they are both concerned with an employee‟s identification with the work 
experience. The difference is that job involvement is more closely associated with 
identification with an employee‟s immediate work activities, whereas organisational 
commitment refers to the attachment of an employee to an organisation. It is 
therefore possible for an employee to be highly involved in a job but not very 
committed to the organisation. 
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1.3 PROBLEM STATEMENT 
 
Employee commitment in any organisation is vital in order for organisations to 
succeed and remain competitive. There are many reasons for the negative 
attitudes of employees within the workplace. From a work environment point of 
view, the level of commitment given by employees can be influenced by the types 
of management styles of supervisors and managers and the support structures in 
place to guide employees with complex work tasks. According to Chiok Foong 
Loke (2001:192), management styles that transform, create meaning during 
periods of turmoil and produce desirable employee outcomes in times of stress and 
chaos, are more beneficial for an organisation‟s existence and performance. Chiok 
Foong Loke (2001:192) proved this in his study when he made use of the five 
management behaviours (challenging the process, inspiring a shared vision, 
enabling others to act, modelling the way, and encouraging the heart) and 
determined the effects of these management styles on job satisfaction, 
productivity, and organisational commitment. The results showed a strong 
statistical correlation between the variables when management behaviours were 
considered together. Therefore failure of supervisors and managers to use 
effective management styles can result in dissatisfied and poorly committed 
employees.  
 
Support within the workplace is imperative in order to get the best out of 
employees. Many employees fail to meet deadlines due to insufficient support and 
guidance which results in added stress for the employees and decreased 
employee motivation and involvement in tasks. According to Chiok Foong Loke 
(2001:192), job dissatisfaction is due to supervisors and managers not giving 
recognition and support, not following up on problems and not helping but 
criticising in a crisis. This is common in many big organisations and hence it is 
important for supervisors and managers to be trained and retrained to incorporate 
their leadership behaviours into their management skills. 
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Job considerations such as mentoring and career development are also areas that 
need to be managed effectively by management in order to enhance the 
commitment of employees. Gordon (2006) states that employees like to learn new 
skills and meet challenges and are more motivated when they feel that there is a 
great potential for personal growth. Employees naturally have a greater interest in 
the organisation‟s success when the organisation shows interest in their 
development. Many organisations however do not pay enough attention on the 
development of employees and employees often have very blurred career paths in 
place. Darwish (1997:185) reveals that job insecurity leads to reduced 
commitment, reduced satisfaction and poor job performance. This illustrates the 
importance of supervisors and managers in creating an organisation that 
encourages greater job security for employees. 
 
The nature of contracts between employers and employees also play a big role in 
job satisfaction and security among employees. Contracts of employment bind both 
the employer and the employee, so it limits the flexibility of both employers and 
employees. This can create inconvenience and often can lead to a lack of 
commitment and a negative attitude from the employee. Organisations therefore 
need to find contracts that meet the needs of employees and that will enhance the 
organisation‟s performance. (Written Employment Contracts: Pros and Cons 2011). 
 
Due to the massive economic recession which occurred during 2007 and 2008, 
many organisations had to downsize in order to save costs. This put increasing 
pressure on the existing employees, not just from a workload perspective, but also 
from a job security point of view. Satisfaction in the workplace is therefore reduced, 
as well as the level of commitment given by employees (Baptiste 2007:285). It is 
thus imperative that supervisors and managers become familiar with ways in which 
to enhance the satisfaction levels of employees in the workplace and further 
improve commitment. In Figure 1.1 the dependent variables, which include 
employee motivation and job involvement are the variables that would be 
influenced by the independent variables. The theoretical model is therefore created 
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in order to determine the relationships between the independent and dependent 
variables.   
 
In summary, this study investigates the following problems: 
 
 the need to enhance work environment, job and personal considerations to 
improve organisational commitment in the automotive industry; and 
 the gap that exists in literature in respect of the role of employment contracts 
on organisational commitment. 
 
1.4 OBJECTIVES OF THE STUDY 
 
In the light of the information provided in the problem statement, the objectives of 
the study are as follows: 
 
1.4.1 PRIMARY OBJECTIVE 
 
To identify factors which influence organisational commitment of employees within 
different employment contracts as well as to investigate whether organisational 
commitment can increase employee motivation and job involvement. A theoretical 
model (Figure 1.1) in this regard, will be empirically tested.  
 
1.4.2 SECONDARY OBJECTIVES 
 
In order to assess the perceptions of employees on organisational commitment, 
the following secondary objectives are pursued: 
 
 to explore literature on different types of employment contracts within the 
workplace  
 to investigate literature on the nature of organisational commitment; 
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 to investigate literature on work environment, job considerations and 
personal considerations within the workplace; 
 to perform an empirical investigation among employees in organisations 
within the automotive industry; and 
 to provide recommendations on how to improve organisational commitment 
within the automotive industry, taking into account the impact of various 
employment contracts which  have a positive impact on employee motivation 
and job involvement. 
 
1.5 RESEARCH QUESTIONS AND HYPOTHESES  
 
The following section will describe the research questions as well as the 
hypotheses which will be tested. 
 
1.5.1 RESEARCH QUESTIONS 
 
Given the purpose of the research and the stated research objectives, a number of 
research questions are available, these include the following: 
 
 How does personality and personal value impact on organisational 
commitment? 
 How does management style, organisational support and workplace culture 
impact on organisational commitment? 
 How does mentoring, job security and career development impact on 
organisational commitment? 
 How do different employment contracts impact on job considerations, 
organisational commitment, employee motivation and job involvement? 
 What is the impact of organisational commitment on the dependent 
variables, employee motivation and job involvement? 
 What are the perceptions of employees on organisational commitment? 
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 Which dimensions with regards to organisational commitment, taking 
employment contracts into account, need to be addressed in order to 
improve motivation and job involvement? 
 
1.5.2 RESEARCH HYPOTHESES 
 
In order to give effect to the primary objective of the study, a number of hypotheses 
were constructed. These hypotheses were constructed in terms of the relationships 
between three independent variables (work environment, job considerations and 
personal considerations) and the dependent variables (employee motivation and 
job involvement). Based on the modified theoretical model (Figure 1.1), two sets of 
hypotheses were formulated, as substantiated by secondary sources on the 
independent variables (work environment, job considerations and personal 
considerations), organisational commitment and the dependent variables 
(employee motivation and job involvement). 
 
 First set of null hypotheses: The effects of independent variables on 
organisational commitment. 
 
H01: There is no relationship between work environment, (as measured by the 
management style, organisational support and workplace cultures) and 
organisational commitment in the automotive industry. 
 
H02: There is no relationship between job considerations, (as measured by 
perceptions of mentoring, job security, and career development) and 
organisational commitment in the automotive industry. 
 
H03: There is no relationship between personal considerations, (as measured by 
personality and personal value) and organisational commitment in the 
automotive industry. 
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 Second set of null hypotheses: The effects of organisational 
commitment on dependant variables. 
 
H04: There is no relationship between organisational commitment and employee 
motivation in the automotive industry. 
 
H05: There is no relationship between organisational commitment and job 
involvement in the automotive industry.  
 
1.6. THE THEORETICAL MODEL OF ORGANISATIONAL COMMITMENT IN THE 
AUTOMOTIVE INDUSTRY 
 
Due to the fact that Boshoff and Mazibuko (1995) consider only a few variables 
that could influence commitment in an organisation, there is potential for a broader 
approach in researching the concept of organisational commitment and how it is 
enhanced within an organisation. Given the influence of employee share ownership 
schemes, job perceptions and role considerations on organisational commitment 
which is summarised in the model created by Boshoff and Mazibuko (1995), it is 
appropriate to introduce a modified theoretical model (Figure 1.1) underlying the 
research to follow. In order for organisations to be competitive and to improve 
productivity, management should become aware of the attributes that impact on 
commitment. Figure 1.1 shows these attributes that have an influence on 
organisational commitment. These attributes include three independent variables 
namely, personal considerations, work environment and job considerations. The 
purpose of the research is to identify whether the independent variables have an 
impact on the organisational commitment of employees on different employment 
contracts and whether organisational commitment influences employee motivation 
and job involvement. In order to achieve this objective, a thorough analysis of the 
variables influencing organisational commitment will be carried out later on in the 
study. 
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FIGURE 1.1: THEORETICAL MODEL ON ORGANISATIONAL COMMITMENT 
 
INDEPENDENT VARIABLES                              DEPENDENT VARIABLES                  
 
 
 
 
1.7 CLARIFICATION OF CONCEPTS 
 
In the following section, the meanings of important concepts used in the study will 
be clarified. 
 
 According to Keeffe, Darling and Natesan (2008:93), management style 
refers to a pervasive and enduring set of interpersonal behaviours. However, 
for the purpose of this study, management style will refer to the way a 
manager acts and what he or she says and does.  
 Organisational support permits the fulfilment of employees‟ social-emotional 
needs (Ng & Sarris 2009:3). However, the definition by Moideenkutty, Blau, 
Kumar and Nalakath (2001:616), which states that organisational support is 
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a measure of an organisation‟s commitment to its employees, will be used in 
this study. 
 Workplace culture is a set of values, beliefs and behaviour patterns that form 
the core identify of organisations and help in shaping an employee‟s 
behaviour (Rashid, Sambasivan & Johari 2003:711). ln other words, it is a 
pattern of basic assumptions that are evolved within the organisation over 
time. 
 According to Payne and Huffman (2005:158), mentoring is the interpersonal 
support, direction and feedback given by a supervisor or senior employee 
(mentor) to a less experienced junior employee (protégé). Mentoring is 
therefore explained as the support function given to new or junior employees 
thus assisting them in developing their careers. 
 Job security is the process whereby an employee remains employed with 
the same organisation with no reduction of seniority, pay and pensions rights 
(Yousef 1997:184). For the purpose of this study, job security will be 
described as the extent to which an organisation provides stable 
employment for employees. 
 Career development refers to equipping employees with the knowledge and 
skills required in order to allow employees to manage new job requirements 
(Lee & Bruvold 2003:983). This definition of career development will be used 
in the study. 
 According to Brooks (2009:42), personality can be defined as specific 
characteristics of an individual employee which may be open or hidden and 
determine either commonality or differences in behaviour in an organisation. 
Personality therefore affects the extent to which employees are a positive or 
negative force within the organisation. 
 Personal value is the belief or standard that an individual uses to assess and 
define actions and events throughout his or her life (Hyde & Weathington 
2007:153). Values are therefore drivers of workplace behaviour. 
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1.8 RESEARCH DESIGN AND METHODOLOGY 
 
In order to give direction to the study, this section provides a brief outline of the 
research design and methodology. 
 
1.8.1 SECONDARY RESEARCH 
 
A review of literature was conducted by consulting various secondary sources such 
as books, journals and websites in order to investigate the influence of 
independent variables on organisational commitment and how this commitment 
impacts on the employee motivation and job involvement of employees with 
various employment contracts. Literature on various employment contracts, 
organisational commitment and the three independent variables (work 
environment, job considerations and personal considerations) is provided by these 
sources. The literature will be used in the construction of the items for the 
measuring instrument. 
 
1.8.2 PRIMARY RESEARCH  
 
There are two main research paradigms that were used in the research. These are 
quantitative research, which is also known as positivistic, objectivist, scientific, 
experimentalist or traditionalist research paradigms and qualitative research, 
commonly known as phenomenological, subjectivist, humanistic, or interpretive 
research paradigms (Zikmund 2003: 111).  
 
According to Neill (2007), quantitative research is in the form of numbers and 
statistics and the study uses objects such as questionnaires or other research 
equipment to collect numerical data. All the parts of the study are very carefully 
drawn up before the data is collected for investigation and the researcher knows in 
advance what he or she is looking for.  
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Qualitative research on the other hand is in the form of letters (words), pictures or 
objects and the researcher is the instrument collecting the data. The design 
appears as the study unfolds and the researcher does not have a very clear view 
of what he or she is looking for (Neill 2007). Due to the fact that the study aimed to 
test hypotheses as well as classify features, count and construct statistical models 
in an attempt to explain what is observed, quantitative research was used in this 
study. Figure 1.1 indicates relationships between the independent variables on 
organisational commitment as well as the relationship between organisational 
commitment on the dependent variables (employee motivation and job 
involvement), taking into account the effects of employment contracts within an 
organisation which will be tested in the study. 
 
1.8.2.1 Sampling 
 
The population of the study are employees in the automotive industry working at 
Volkswagen of South Africa. From this population, a convenience sample of 
respondents was drawn and the size of the sample was 260 respondents. 
According to Zikmund (2003:380), convenience sampling refers to obtaining people 
to complete questionnaires who are most conveniently available. It allows for large 
amounts of completed questionnaires to be obtained quickly and at a low cost. The 
questionnaire uses a basic coding procedure to facilitate better data capturing, 
analysis and interpretation.  
 
1.8.2.2 Data collection 
 
This study identifies the effects of different variables, namely, work environment, 
job considerations and personal considerations on organisational commitment and 
how this commitment influences employee motivation and job involvement of 
employees on various employment contracts within Volkswagen of South Africa. 
Information regarding the different variables and how they impact on organisational 
commitment was collected from both primary and secondary sources.  
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Questionnaires consisting of two sections were handed out to employees in 
Volkswagen of South Africa and the data obtained was analysed and interpreted 
quantitatively. The study evaluated the validity of the measuring instrument using 
both face (content) validity and construct validity. Face validity is assessed when 
the research instrument logically appears to accurately measure what it is planned 
to measure, whereas construct validity refers to the ability of a questionnaire to 
confirm a network of related hypotheses obtained from a theory based on the 
concepts (Zikmund 2003: 302). 
 
Section A focused on statements based on the theoretical model (Figure 1.1) 
which will be tested using a five-point Likert scale. The unit of analysis was the 
employees involved in the automotive industry (Volkswagen of South Africa). Data 
that was gathered in this section assisted the study in measuring and analysing the 
respondents‟ perceptions on the independent variables influencing organisational 
commitment as well as identifying the strength of the different variables influencing 
employee commitment on various employment contracts. The degree of scale on 
the questionnaire for section A ranged from „strongly disagree‟ (1) to „strongly 
agree‟ (5). Items were developed according to each variable influencing 
organisational commitment. Section B consisted of biographical and 
demographical data of the respondents as well as the type of contracts that are 
held by the employees. Issues such as clarity, reliability, and validity were given 
reference to when formulating items and the language of communication was 
English. 
 
1.8.2.3 Data analysis 
 
Collected data was statistically analysed using software such as Microsoft Excel 
and Statistica (Version 10). This was done to quantitatively assess the influence of 
the three independent variables (work environment, job considerations and 
personal considerations) on organisational commitment, which in turn influences 
the dependent variables (employee motivation and job involvement). 
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The analysis of the data was conducted in four stages. The first stage includes 
descriptive statistics which provides an overall, coherent and simple picture of a 
large amount of data using both frequency tables and means. Secondly, Cronbach 
Alpha correlation coefficients were calculated in order to compute and evaluate the 
internal reliability and consistency of the research instrument (questionnaire). 
Reference was made to the independent variables (work environment, job 
considerations and personal considerations), and the dependent variables 
(employee motivation and job involvement). Thirdly, an exploratory factor analysis 
was performed to assess the discriminant and construct validity of the research 
instrument. The final data analysis stage comprised multiple linear regression 
analysis which made it possible for the study to measure the mathematical 
variance of the relationship between the independent variables and the dependent 
variables. The relationships between organisational commitment and both 
employee motivation and job involvements were also tested.  
 
1.9 CONTRIBUTION OF THE STUDY 
 
This study investigates whether there is a positive relationship between the 
independent variables and organisational commitment, taking into account the 
impact of the different types of contracts within organisations. Furthermore, it 
explores whether organisational commitment and employment contracts have a 
positive impact on employee motivation and job involvement within the automotive 
industry (Volkswagen of South Africa).  
 
1.10 THE SCOPE OF THE STUDY 
 
This study is divided into six chapters. A logical structure and brief content of the 
chapters is provided below. 
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CHAPTER 1: INTRODUCTION AND SCOPE OF THE STUDY 
 
This chapter explains and discusses the general overview of the research. 
Reasons regarding the decision to undertake the study are outlined. The main 
contents of this chapter include the following: 
 
 the background and the purpose of the study; 
 the theoretical framework; 
 the problem statement; 
 the primary and secondary objectives of the study; 
 the hypotheses supported by the hypothetical model;  
 the discussion of the concepts; and 
 the description and explanation of the methodology used in the completion 
of the study. 
 
CHAPTER 2: THE RATIONALE BEHIND EMPLOYMENT CONTRACTS 
 
Chapter two focuses on different types of contracts of employment available to 
employees and how these vary from one another in terms of employee 
commitment and employee performance. The advantages and disadvantages of 
each type of contract will also be discussed as well as the legal implications 
attached. 
 
CHAPTER 3: BACKGROUND INFORMATION ON ORGANISATIONAL 
COMMITMENT 
 
In this chapter, a theoretical overview of the nature and importance of 
organisational commitment is provided. The dimensions/types of commitment are 
investigated and information regarding the challenges that organisations face in 
obtaining the desired levels of commitment from employees will be discussed. The 
chapter also illustrates the antecedents and methods to achieve organisational 
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commitment which are vital for organisations to be competitive. Lastly, a brief 
introduction into the automotive industry is provided as well as data on the 
importance of the industry, challenges and opportunities.  
 
CHAPTER 4: A THEORETICAL MODEL OF ORGANISATIONAL COMMITMENT 
IN AN AUTOMOTIVE INDUSTRY ENVIRONMENT  
 
Chapter four focuses on information regarding the three independent variables of 
the study as well as the influences and outcomes of organisational commitment. 
The independent variables include work environment, job considerations and 
personal considerations. Information regarding each of the main variables of the 
study will be discussed in detail with specific focus being directed to the 
importance, challenges and prior research of each variable.    
 
CHAPTER 5: RESEARCH METHODOLOGY  
 
This chapter discusses the methodology which will be used in the study. A detailed 
discussion on the research methodology, data collection, research design and data 
analysis will be presented.  
 
CHAPTER 6: EMPIRICAL INVESTIGATION AND RESULTS 
 
Chapter 6 discusses the empirical results of the study. The first phase evaluates 
the internal reliability and consistency of the questionnaire. Discriminant validity is 
then assessed. The third section looks at the association between the independent 
variables and the dependent variables through the use of multiple regression 
analysis. Lastly, the hypothesised relationships are tested. The chapter seeks to 
analyse and conduct a report on the data provided from the questionnaires in 
relation to the theory from chapters two, three and four. This is aided by the use of 
computer software programmes, namely Microsoft Excel and Statistica (Version 
10). 
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CHAPTER 7: SYNOPSIS AND RECOMMENDATIONS 
 
The last chapter presents a comprehensive summary and conclusion of the most 
important findings of the study. Recommendations are also given for supervisors 
and managers in order to identify and improve on the factors that enhance 
organisational commitment of employees within the automotive industry. 
Limitations of the study as well as directions for future research will also be 
provided. 
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CHAPTER TWO 
 
THE RATIONALE BEHIND EMPLOYMENT CONTRACTS 
 
2.1 INTRODUCTION 
 
In the current working environment, organisations are continuously finding ways to 
adapt to changing situations in order to be as efficient as possible. One way for 
organisations to be more productive and make full use of their labour force is 
through the use and implementation of different employment contracts. 
Employment contracts give organisations the advantage of flexibility which is a key 
area for success during turbulent business environments (Krausz, Bizman & 
Braslavsky 2001:302). There are a wide variety of employment contracts or 
relationships that organisations can employ. These include; full-time/permanent, 
part time, temporary work, fixed-term, on-call employment or temporary agency 
work (Bernhard-Oettel, Sverke & De Witte 2005:302). However, the study will focus 
on the more common contracts, namely, permanent, temporary and fixed-term 
contracts.  
 
It is important to note that each employment contract has a unique impact on the 
behaviours and attitudes of employees. The chapter will therefore attempt to show 
this relationship by focusing on previous research by other scholars on this topic. 
 
2.2 THE CONTRIBUTION OF EMPLOYMENT CONTRACTS TO SOUTH AFRICA 
 
A distinctive feature of the current economies is the importance of talented people 
as a critical resource in organisations. The individual manager fixed effects capture 
a significant part of the organisation‟s strategic behaviour and performance within 
the economy. This phenomenon is not limited to just managers within an 
organisation; it also extends to researchers, engineers and skilled production 
workers. Thus, organisations need to establish effective means to manage their 
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human capital as these individuals can provide significant value. (Gambardella, 
Giarratana & Panico 2009:1). 
 
Employment flexibility has become an important issue in management and there is 
evidence that the various types of employment flexibility have been increasingly 
applied in advanced industrial societies in recent years. Contract flexibility is an 
attractive means for organisations to become more efficient and is based on the 
use of fixed-term or temporary contract arrangements as a basis on which to 
employ a portion of the workforce of an organisation. (Guest 2004:1).  
 
2.3 SOUTH AFRICAN EMPLOYMENT CONTRACTS 
 
Employment contracts serve to identify the who, what, when, where, why and how 
of the parties‟ agreement. It identifies the parties, consideration for the agreement, 
conditions to be met, commencement and termination of the agreement, and the 
time and place of performance (Schaecher 2008:22). There are three types of 
employment contracts that will be discussed in this section. These are permanent 
contracts, temporary contracts and fixed-term contracts. 
 
2.3.1 PERMANENT CONTRACTS 
 
Permanent employment contracts are those employees that are directly hired by 
an organisation that requires their services. The contract is open ended and there 
is no limit as to when the contract will be terminated. Often, these employees are 
hired for a specific position and are assigned to a specific team or unit so that their 
work environment is stable. (Krausz et al. 2001:303). According to De Cuyper and 
De Witte (2007:66), permanent contract employees have been associated with 
high levels of organisational commitment and job satisfaction. 
 
Permanent employment staff are full-time employees who are not restricted to a 
specific work period and who are under direct administration by the organisation 
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(George 2003:387). Permanent employees are seemingly protected within the 
workplace and they cannot be retrenched without prior consent and normally carry 
unionised status. Should an organisation want to retrench an employee on a 
permanent contract, then the organisation would have to pay a firing tax which is 
rebated to the employee as a lump-sum transfer. (Cao, Shao & Silos 2010:1). 
 
According to Biggs and Swailes (2006:133), permanent employees tend to be far 
more committed to an organisation than temporary or agency employees. 
However, Biggs and Swailes (2006:133) state that permanent employees may also 
have a negative attitude towards an organisation that employs agency workers 
rather than permanent staff. These negative attitudes would transform into lower 
levels of organisational commitment of permanent employees. Based on this 
finding, it is imperative for employers to clearly explain the reason for employing 
temporary workers, so as to not affect the working relationships between 
permanent workers and temporary workers. 
 
Permanent contract employees tend to have greater levels of job distress from job 
demand, workload and responsibility than fixed-term employees. They also are 
more distressed from not getting the respect from seniors and colleagues in the 
workplace. However, when considering the position or income level of both 
permanent and fixed-term employees within the workplace, fixed-term employees 
tend to have greater levels of distress. (Inoue, Tsurugano, Nishikitani & Yano 
2010:5). 
 
2.3.2 TEMPORARY CONTRACTS 
 
Those organisations with short term needs such as increased vehicle demand due 
to larger export contracts may often search for temporary employees for the length 
of the export contract. According to Tampone (2005:13), there are numerous 
reasons why organisations seek temporary contracts to meet short term projects or 
objectives. One of the reasons is that organisations are radically searching for the 
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most talented and qualified employees. Temporary contract workers allow 
organisations to retain employees who otherwise would leave due to retirement for 
example. Temporary contract workers allow organisations to tailor their work force 
to specific projects and allow organisations to increase or decrease the number of 
staff members faster. 
 
A good example of the use of temporary contracts, as well as the flexibility these 
contracts provide, is evident in a situation which was experienced by Volkswagen 
of South Africa. In 2010, the organisation received a massive export contract which 
resulted in the organisation hiring an additional 887 temporary employees in order 
to keep up with the increased demand for vehicles. These contracts were deemed 
to last for a six month period but were extended to a total of twenty months. 
However, the export contract then came to an end in October 2011 and the 
organisation was forced to lay off all the temporary employees with the exception 
of 154 employees who would continue being employed for a further three to six 
months. Unfortunately, this process had to happen as it became uneconomical for 
the organisation to keep all the temporary staff members. (Butler 2011).  
 
According to Krausz et al. (2001:303), temporary employees or contingent workers 
are recruited and paid by an external agency while their actual work is performed 
for the client organisations mostly on the organisations‟ premises. Temporary 
employment involves uncertainty concerning the duration of an assignment with a 
client. These external employees are being transferred between different client 
organisations so that their work involves recurring cycles of separation and re-
settling into new environments as well as adapting to different cultures and social 
realities. There are huge opportunities for variety in physical environment, meeting 
new people and chances for fast upgrading of professional knowledge and skills. 
However, there are also disadvantages such as limited opportunities for 
advancement into managerial positions which is evident in permanent employee 
contracts.  
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According to Guest (2004:11), most employees in the US that are on temporary 
contracts are employed by employment agencies. The level of commitment to both 
the agency and the organisation to which the employee is assigned varies 
considerably. Most of these employees illustrated more commitment to the client 
organisation than to the contractor and this commitment was positively associated 
with the number of assignments and job tenure. 
 
Guest (2004:12) states that few studies have been carried out that compare the 
commitment of permanent and temporary workers in organisations. Among those, 
most studies have shown that temporary staff members are less committed to the 
organisation than permanent workers. This is often the case when individual and 
organisational background factors are taken into account. 
 
2.3.3 FIXED-TERM CONTRACTS 
 
Employees working under fixed-term contracts are directly hired by an organisation 
for a pre-determined period. The duration of the contract is often shorter than that 
of a permanent contract and there is job security while the contract is active. These 
employees do not form part of the core staff of the organisation and are less 
popular than permanent employee contracts. (Krausz et al. 2001:303).   
 
Fixed-term contracts give the labour market flexibility and afford employers 
significant freedom from institutional rigidity. Fixed-term contracts that fall outside 
the domain of statutory employment protection allow employers to adjust their 
workforce at will and can serve as a probationary screen when worker quality is not 
to the standard that the organisation expects. Productivity of fixed-term contract 
employees is not certain, and without a guaranteed career path, fixed-term contract 
employees may be tentative in acquiring organisation specific human capital, and 
will tend to represent those employees not destined to grow old within the 
organisation. (Brown & Sessions 2003:3). 
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Fixed-term contracts have been used by parties who wish to engage in an 
employment relationship within the framework of predictability and freedom to 
govern the duration of their contractual relationship. It is important that there is 
agreement between both parties on the content and the limitations of this kind of 
contract so as to avoid any misunderstanding and unreasonable expectations on 
the part of the employee. There must be a mutual intention by the employee and 
the employer to agree on the duration of the contract. (Gericke 2011:105). 
 
According to Gericke (2011:106), a series of agreements by the employer to the 
employee to engage in repeated fixed-term contracts, instead of extending an offer 
of permanent employment to that employee, have been discussed in the labour law 
arena under two conditions. The first condition is where the employer is in a 
position to do so and the second condition is where the employer is responsible for 
creating a reasonable expectation that repeated renewals would result in 
permanent employment when possible. There is need for a legal approach in this 
instance that can control a series of fixed-term contract renewals and avoid the 
abuse of employees who find themselves trapped in repeated fixed-term 
employment contracts, especially if it is possible to appoint the employee on a 
permanent basis. An employee in a fixed-term contract of employment who 
renders the same standard of service and delivers an identical amount of work as 
an employee employed as a permanent staff member, is usually deprived of a 
certain level of status, benefits, salary, promotion and training opportunities which 
are available to permanent employees. This form of exploitation of employees 
should be prevented as it is a violation of the fundamental right to fair labour 
practices. (Gericke 2011:106). 
 
The South African labour legislation places no restriction on the duration of a fixed-
term contract, whether it is the first of a series or the only fixed-term contract 
entered into between the employee and the employer. Furthermore, the South 
African labour legislation does not evaluate the reasonability of repeated renewals 
in terms of the total duration as well as the total number of fixed-term contracts 
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between the employee and employer. However, this does not give the employer 
the right to abuse the rights of employees within the workplace and the employee 
is still protected by the right of fair practice. (Gericke 2011:110). 
 
Unfair discrimination becomes prominent in the context of fixed-term contracts 
when the same contract is repeatedly renewed for years, as opposed to an offer of 
permanent employment, and where such an appointment is feasible to both 
parties. In summary, fixed-term employees are vulnerable to indirect unfair 
discrimination in respect of employment conditions, benefits and remuneration, 
reflecting less favourable terms and conditions when compared with permanent 
employees. (Gericke 2011:113). 
 
In addition to the different types of employment contracts, there are two stages in 
employment relationships. The first stage of employment contracts, which is known 
as the pre-work phase, exists when an employee has not yet started work at the 
organisation. The second stage is where an employee has ceased working for the 
organisation but according to the contract he or she remains bound to observe 
various post-termination restrictions. This is referred to as the post-work phase. 
(Honeyball & Pearce 2006:31). 
 
Pre-employment relationships, as stated previously, are contracts whereby an 
employee enters into a contract with an organisation which provides for the 
employee to commence work at a later date sometimes even months in the future. 
The employment relationship only comes into existence when the employee starts 
work at the organisation and therefore continuity will only commence then. 
(Honeyball & Pearce 2006:31). 
 
Financial constraints are an important determinant of employment decisions by 
organisations. Constraints affect the optimal mix between fixed-term and 
permanent staff members. These constraints increase the value of internally 
generated earnings which leads to demand for more productive permanent staff 
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members. In other words, financing constraints create a situation in which 
organisations demand productivity. This trend is more powerful for those 
organisations that are currently under financial difficult but foresee an improvement 
in the near future. On the other hand, those organisations that expect future 
financial constraints generate a demand for flexibility effect. Constraints make 
organisations more vulnerable to liquidity shocks and therefore increase both the 
expected volatility of employment and the demand for more flexible fixed-term 
employees. (Caggese & Cunat 2008:2014). Financial market imperfections 
increase expected firing costs for organisations, thus making permanent contracts 
implicitly more expensive. This then encourages the hiring of fixed-term employees 
in expansion phases. 
 
2.4 THE ADVANTAGES OF PERMANENT AND TEMPORARY EMPLOYMENT 
CONTRACTS 
 
Gambardella et al. (2009:1) indicates that the creation of suitable contracts can 
improve the management of talented individuals. Furthermore, contracts of 
employment can be used to devise an adequate system of incentives.  
 
According to Crager (2006:89), people are often enticed into contract positions 
without understanding the benefits received as a permanent employee. There are 
many advantages to holding a permanent contract and the following are some of 
these. Permanent employees are compensated for vacation or holidays and are 
often placed on challenging projects. Permanent employees have a much better 
benefit package, of which some or even all of it is funded by the organisation. 
Permanent employees are often also eligible for bonuses and stock options.  
 
Permanent employees are also provided with organisation funded training and 
development as well as attendance at industry conferences and events which are 
also funded by the organisation. However, the most important benefit of permanent 
employment is that permanent employees can normally expect career 
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advancement and the opportunity to be part of a larger team and pursue long-term 
goals. Permanent employees are therefore more likely to find long-term strategies 
for growth and more promising avenues for development and industry involvement. 
(Crager 2006:89-90). 
 
During the first half of 2010, temporary contracts in the United States of America 
increased by twenty three percent. This was due to the fact that organisations were 
emerging from recession and management was uncertain whether another 
recession was going to arise. Organisations therefore hire temporary workers 
instead of permanent staff as this gives them a chance to reduce headcount should 
the need arise. Organisations are able to stay flexible in the long term by using 
contingent workers (temporary workers) to manage everything from special 
projects to whole departments. (Smith 2010:13). This illustrates a benefit to the 
organisation; however, there are also benefits to employees who are involved in 
temporary contracts. Varied assignments that expose employees to different 
organisations stretch their skills. Temporary staff often prefers autonomy and 
flexibility where success depends on the employee‟s skills and the demand for 
them instead of on the fortunes of a single organisation. (Smith 2010:14). 
 
According to Parker, Griffin, Sprigg and Wall (2002:696), those employees on 
temporary contracts should have fewer tasks. The reason for this is because of the 
nature of the contract which characterises contingent work. These contracts are 
not conducive to taking on extra workload because many tasks are likely to acquire 
considerable organisational knowledge that temporary employees do not possess. 
Therefore, lower role overload will be experienced with a temporary employee 
which is the consequence of high job strain. Further to the study of Parker et al. 
(2002:696), role conflict will also be lower with employees on temporary contract 
relationships. Temporary contract jobs will be simpler and less complex because of 
the narrow financial-based inducements. Less conflict will therefore be experienced 
in these contracts. 
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According to Feldman, Doerpinghaus and Turnley (1994:51), there are four groups 
of employees who find temporary contracts attractive. 
 
 Temporary work provides a way for women with young children to balance 
financial and personal demands. It allows women the opportunity to re-enter 
the job market after extended periods away due to child care. Temporary 
work also allows women to upgrade their skills by trying out different types of 
jobs and organisations as well as to discover the types of work they would 
ultimately enjoy. 
 The second group of workers who are interested in temporary contracts are 
college students. These students are pleased with the opportunity to earn 
extra money during their time off from classes. 
 The third group attracted to temporary work consists of employees who are 
not interested in full time work by choice and who want the opportunity to 
have variety in their days and additional spending money. These employees 
might be workers in early retirement.  
 Employees who have been laid off from work, have relocated 
geographically, or have had trouble finding a permanent job in their preferred 
field would be interested in temporary contracts.  
 
The four groups discussed above are interested in temporary contracts due to the 
flexibility, job variety, and convenience. However, it is important to note that larger 
numbers of employees have temporary jobs because they are unable to obtain 
permanent employment. (Feldman et al. 1994:51). 
 
According to Messmer (2010:38), organisations are still reeling from the effects of 
recession and are therefore extremely cautious in the decisions to hire new 
employees. Those organisations that cut staff too deeply or are not ready to hire on 
a permanent basis are bringing on project professionals (temporary staff) to help 
them maintain their productivity levels and keep organisational objectives and 
initiatives on track. Due to the flexibility of temporary contracts, temporary and 
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project assignments hold appeal for a wide spectrum of professionals, including 
many with advanced degrees and have highly specialised skills. This allows 
organisations to choose in who they hire on an interim basis.   
 
Messmer (2010:38) highlighted that flexibility gives organisations the opportunity to 
avoid making the same mistakes that so many made, leaving them unprepared for 
the current downturn. The traditional cycle of full-time hiring followed by layoffs can 
be damaging to their businesses and their teams. However, a flexible and cost-
effective approach to staffing is a benefit not just during organisational downturns 
as it also enables organisations to maintain a lean, but tenure, full-time employee 
base, while making careful use of temporary professionals to manage unexpected 
needs. Messmer (2010:38) states that this strategy often reduces stress for core 
employees and protects their jobs by decreasing the likelihood of staff cutbacks as 
conditions fluctuate and become uncertain. 
 
The flexibility of temporary contracts offer managers access to skills and 
experience that may only be required in the organisation for a short period or in 
specific areas. In summary, flexible contracts allow the following benefits to an 
organisation (Messmer 2010:38): 
 
 pay for the staff they need when they need them, versus paying for full-time 
staff year round; 
 protect full-time jobs by reducing the need for continual layoffs and rehiring 
due to changing business demands;  
 complete projects on time without having to pay overtime costs for full-time 
employees; 
 lower expenses for hiring, training and administering full-time employees; 
and 
 increase morale and ease the burden on full-time employees. 
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2.5 REQUIREMENTS FOR THE SUCCESS OF EMPLOYMENT CONTRACTS 
 
Should an organisation want to convert an employee on a temporary contract to a 
permanent contract, there are a number of methods which can be used to make 
the transmission successful. One of these methods is to plan ahead and making 
sure that the temporary employee is qualified enough to take on the permanent 
position. An effective screening process can assist in improving the conversion 
rate. It is also important to know and understand the temporary strategy within the 
organisation before negotiating a contract. (Tyler 2004:98). According to Tyler 
(2004:98), many organisations are so focused on getting somebody into a position 
that they do not think about long-term possibilities of hiring that person. It is also 
important not to contract temporary employees at a higher salary than permanent 
employees in the same position as this will cause the following problems. Firstly, if 
permanent employees discover this inequality, they may become discontented, 
even if they receive additional compensation in the form of benefits. Secondly, if 
the organisation decides to convert the temporary employee to permanent staff, he 
or she is going to want to remain on the current salary level, even though the 
organisation will be adding benefits. (Tyler 2004:98). 
 
One of the advantages of elevating an employee from temporary employment to 
permanent is that the organisation can identify whether the employee is the correct 
person for the position beforehand. However, it is still important to post a vacancy 
internally as this encourages employees to showcase their skills. It is also essential 
that the employee hired for a permanent position gets the same orientation to the 
organisation as a traditional new hire would get. (Tyler 2004:99). 
 
The requirements for a successful permanent contract could mean the use of 
external staffing companies as this eliminates the concern for hiring the correct 
person for the job. A viable and important advantage in a market where supply is 
diminishing and demand is increasing is created when an organisation is hiring 
skilled professionals and has an opportunity to evaluate their work. (Tyler 
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2004:100). In order to seize talented temporary employees and convert them to 
permanent employees, an organisation needs to have solid and stable transition 
procedures in place, before employees become attracted to other organisations. 
This method applies to all types of employment contracts. It is essential that the 
processes are in place for the successful hiring of employees whether it is 
permanent, temporary or fixed-term contracts. 
 
A successful employment contract should include the entire agreement between 
the two parties. The drafter of the contract needs to know what promises were 
made, including any that may have been expressed or implied in job 
advertisements and job descriptions, interviews, correspondence, internal 
communications and documents provided to the candidate during the application 
and interview process. By following this procedure, the organisation avoids claims 
which result from the employee who relied on oral representations which are 
difficult to prove or disprove. (Schaecher 2008:22). 
 
If for example, questions about duties arise during the hiring process, or if the job 
includes responsibility which is not assigned to a person in that position, 
addressing the matters in the contract may avoid performance issues and disputes 
later. The pay periods and time of payment should also be stipulated in the 
employment contract. Benefits are also a form of compensation which needs to be 
stated in the employment contract. Incentives such as bonuses and share options 
require a more detailed description and therefore need separate agreements 
attached to the contract. If a plan or policy incorporated in the agreement is subject 
to modification or discontinuation in the employer‟s discretion, then it needs to be 
mentioned in the contract. (Schaecher 2008:23). 
 
Before an organisation hires a new employee, the organisation needs to be aware 
of any agreements to which the employee is bound to and to which the 
employment may conflict. Moreover, hiring a competitor‟s employees for example, 
can lead to costly misappropriation of trade secret, interference with contract and 
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other potential claims by the former employing organisation. In this regard, the new 
employer can request the employee‟s assurance that he or she has no obligation 
inconsistent with the intended employment so as to avoid such risk. The 
agreement, for example, may state that the employee confirms that accepting 
employment will not hinder any agreement the employee has with another person. 
(Schaecher 2008:23). Employers need to also consider the inclusion of covenants 
not to compete, not to solicit and not to disclose, and assignment of inventions 
clauses to protect their own information. Those employees participating in the 
development of new ideas or processes for the organisation should have contracts 
in place whereby the employee agrees to disclose and assign to the organisation 
any inventions developed on organisation time with organisation resources. 
(Schaecher 2008:23).  
 
Furthermore, Schaecher (2008:23) suggests that the following conditions also 
need to be stipulated in the agreement: 
 
 Duration and termination of employment – The contract may specify the date 
or event upon which employment will terminate, may state that the contract 
is subject to renewal, or may provide that employment continues for an 
indefinite period.  
 Dispute resolution – The parties have the option of incorporating alternative 
dispute resolution procedures in the agreement. An example would be an 
employment agreement providing compulsory arbitration of disputes arising 
under the agreement. 
 Remedies for breach of the agreement – The risks attached to the parties to 
a contract can be regulated by entering into an employment agreement and 
by specifying the remedies available in the event one party breaches the 
agreement.  
 Notices – Expressly stating when formal notice is required under the 
agreement and the method for giving proper notice helps avoid confusion 
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and disputes. The notice of termination, for example, can be stated in the 
contract. 
 Modifications – The agreement should also provide that its terms may be 
modified should the need arise only in a writing that is signed by both parties 
to the agreement. 
 Choice of law – Both parties may stipulate that the employment contract 
needs to be interpreted and enforced in accordance with the laws of a 
particular jurisdiction. 
 Integration clause – The writing of an employment contract should state that 
it represents the parties‟ complete agreement and supersedes any other oral 
or written representations between the parties. This is the time to make 
certain that both parties understand the terms and conditions of the 
employment contract. 
 
It is imperative that all these terms are included in an employment contract and that 
both parties are familiar with the terms and understand the consequences should 
they breach these agreements. A successful contract depends on these terms to 
be valid and appropriate to the type of contract entered into by the parties. 
 
2.6 EMPLOYMENT CONTRACT CHALLENGES 
 
A study by Gambardella et al. (2009:2) modelled an employment contract offered 
to a skilled employee. The model hinges on one premise and two typical features 
of the job market for skilled employees. The premise of this model is that talented 
employees often have attractive options to leave the organisation which forces 
employers to provide ad hoc incentives to retain these talented employees. Most 
organisations have recognised the increasing labour mobility of high-skilled people 
within the USA, and they are exerting more effort to retain them. 
 
The first feature of skilled employment is asymmetric information. An employee is 
more informed than his or her employer about his or her ability. An employee‟s 
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general productivity within an organisation may be commonly known to employers 
but the employee‟s productivity for a given job or work task is more likely to be 
private. Even when the employer knows about the excellent ability, talent, or 
knowledge of an employee, he or she may be less informed about the employee‟s 
willingness to leave the organisation to pursue an outside option, or the employee‟s 
ability to take a risk, or commit to the organisation. (Gambardella et al. 2009:3). 
 
The second feature of skilled employees is that the output of these employees is 
both difficult to describe and to measure. This makes it more difficult for the 
employer to propose a contract with the classic pay-for-performance scheme. If the 
output was observable, asymmetric information could be resolved by making the 
employee‟s rewards contingent on the observed output. (Gambardella et al. 
2009:3). 
 
Brown and Sessions (2003:3) explored the relationship between employment 
contracts and employee attitudes. They noted that the type of employment contract 
has a huge impact on the attitudes of employees towards their jobs. One of their 
key findings was that employees involved in fixed-term contracts were relatively 
less secure and optimistic about the future. The relationship between fixed-term 
employment and job satisfaction has also been studied and the findings revealed 
that job satisfaction is an important determinant for employees in pursuing fixed-
term employment. (Brown & Sessions 2003:3). 
 
Research on psychological consequences of being temporarily employed has also 
yielded inconsistent and inconclusive results. Studies have identified higher job 
satisfaction and organisational commitment among permanently employed staff 
members rather than temporary employees, whereas other studies have obtained 
opposite results. De Cuyper and De Witte (2007:74) investigated the relationship 
between job insecurity and both proximal and distal variables in temporary 
compared with permanent employees. The proximal variables included job 
satisfaction and organisational commitment and the distal variables included life 
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satisfaction and self-rated performance. The study revealed that the interaction 
between contract type and job insecurity assisted in explaining the variance in the 
proximal outcomes, but not in the distal outcomes. Furthermore, the study found 
that job insecurity was more negative for permanent employees especially where 
job satisfaction and organisational commitment was concerned, but not where life 
satisfaction and self-rated performance were concerned.  
 
Furthermore, the study by De Cuyper and De Witte (2007:80) explained the 
interaction effect between contract type and job insecurity. The results suggested 
that job insecurity is related to unfavourable outcomes particularly with those 
employees in possession of psychological contracts in which relational 
psychological contract entitlements are foremost.  
 
According to Cao et al. (2010:2), organisations should always offer employees 
contracts in which dismissal is free, so as to cater for the lack of performance from 
employees. Furthermore, Cao et al. (2010:2) state that employees stay longer in 
jobs for which they constitute a good match between what the organisation can 
offer and that which the employee requires. Permanent employees enjoy stability 
and higher pay whereas temporary employees experience high job-to-job transition 
rates in lower-paid jobs while they search for better opportunities. Permanent jobs 
differ from temporary jobs in that organisations pay a firing cost for those 
employees who are permanently employed. An increase in firing costs induces 
organisations to be less willing to pay the cost of firing a permanent employee. 
However, these firing costs make an organisation more willing to separate from a 
temporary employee now, in order to avoid paying the higher firing costs in the 
future. 
 
According to Parker et al. (2002:693), temporary contract employees tend to have 
negative job features relative to permanent contract employees. Some of these 
negative features include a lower job security as employees can be retrenched 
when needed by the organisation or less participative decision making in the 
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workplace. Temporary contract employees face the risk of future job loss and these 
employees do not have the power to do anything about this risk. The lack of job 
security leads to greater job strain which then affects the satisfaction and 
commitment levels of these employees. It is thus imperative that organisations find 
correct means to manage contracts such as these. 
 
The performance of temporary contract employees is more suitable for tightly 
prescribed jobs with transparent performance expectations. These employees are 
more likely to have simplified jobs than those of permanent employees. 
Furthermore, temporary employees in a production setting have less job autonomy 
and challenge than those employees on permanent employment contracts. This 
will result in reduced performance and motivation of employees. (Parker et al. 
2002:694).  Parker et al. (2002:694) state that the reason for this trend is due to the 
fact that temporary contract employees are less willing to take on more open-
ended and complex tasks as the contract is of a short term and that there are few 
incentives for their contribution to the task. 
 
The successful use of temporary employee contracts depends on the management 
of the tasks allocated to these employees. Organisations need to allocate these 
employees to jobs with minimal training and development costs. However, 
temporary employees are then less likely to receive on-going training and 
development. The reason for this is that the short duration of the contracts that 
employees‟ are employed for reduces the incentive and opportunity for employers 
to develop employees‟ and acquire new skills. (Parker et al. 2002:694). In 
summary, when hiring to respond cost effectively to market demands, employees 
with temporary contracts will have less enriched and more tightly prescribed jobs 
(jobs with few challenges) than permanent employees. Furthermore, these 
employees will be less involved in making decisions that affect their work for two 
reasons; firstly, because temporary employees have less opportunity for 
participation; secondly, because they are less motivated. (Parker et al. 2002:694). 
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According to Messmer (2010:39), the correct mix between full-time and temporary 
staff can be beneficial to an organisation but poses a challenge to management in 
understanding when temporary staff members are required. If for example, an 
initiative requires specialised or technical knowledge that does not exist in-house 
then organisations should look at temporary or project professionals with 
experience in these areas. Temporary professionals can address both short and 
long-term requirements. These professionals can be hired during employee 
vacations, medical leaves and other absences or even while a lengthy job search 
is taking place. Access to experienced temporary professionals is an effective 
means to overcome the gap caused when organisations are faced with sudden 
loss of employees. A flexible staffing plan requires both highly skilled interim 
employees and capable full-time teams. Furthermore, the use of a temporary-to-
full-time arrangement in an organisation seeking new permanent employees in the 
near future allows employers to observe and evaluate temporary or project 
professionals to determine how they might fare as staff employees when 
circumstances require renewed hiring. This improves the likelihood of making a 
successful hire. (Messmer 2010:39). 
 
2.7 SUMMARY 
 
Chapter two illustrated the importance of having well-structured employment 
contracts in place so as to prevent any future risks to both the employee and the 
organisation, as well as to enhance the satisfaction levels of employees. Different 
contracts of employment have different conditions attached and thus each contract 
influences an employee differently and results in different behaviours and attitudes 
of employees in the workplace.  
 
The ability of an organisation‟s workforce to be flexible is fundamental to an 
organisations success. Many organisations are continuously finding methods to 
improve so as to adopt a competitive advantage in the industry. The requirement 
for organisations to become flexible has become more pronounced in the post-
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globalisation era as the economy has undergone fundamental transformation with 
the internationalisation of markets, advancement of information technology, 
technical innovation and increased flow of trade and capital.  
 
Permanent contract employees have the opportunity for career advancements and 
are often involved in long-term strategies for growth. Therefore, these employees 
tend to be more committed to an organisation. Temporary contract employees 
often experience less workload than normal permanent contract positions and 
consequently experience lower job strain. Role conflict is also reduced and the jobs 
are less complex due to the narrow financial-based incentives. However, the 
opportunity for challenging jobs is often not available and the organisation is less 
willing to invest in knowledge and skill development of these employees. Fixed-
term employees are hired by an organisation for a pre-determined period. These 
employees have high job security while the contract is active. However, the 
contract is often shorter than that of a permanent contract. Fixed-term contract 
employees do not receive the same benefits package as permanent employees 
and their productivity is therefore not certain.   
 
It is essential for organisations to have well-balanced staff involving permanent, 
temporary and fixed-term contracts. Having such a structure in place affords an 
organisation the opportunity to be flexible and adapt to changing market conditions. 
 
The chapter to follow will provide information on the background of organisational 
commitment. Commitment within any organisation forms the basis for 
organisational success and it is thus essential for organisations to adopt practices 
which facilitate employee commitment. 
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CHAPTER THREE 
 
BACKGROUND INFORMATION ON ORGANISATIONAL COMMITMENT 
 
3.1 INTRODUCTION 
 
Due to the competitiveness of organisations and the desire to become market 
leaders, many organisations have reduced the level of decision making, the 
complexity of work tasks and authority of employees in order to ensure that correct 
actions are in place and tasks are completed correctly. However, employees 
require a certain level of decision making authority as well as challenging tasks in 
order for them to feel satisfied, and the level of commitment is often influenced 
negatively by the absence of such systems in place. Satisfaction and commitment 
levels of employees have a vast impact on the performance of organisations. 
According to Coetzee (2005:1), no organisation can perform at peak levels unless 
each employee is committed to the organisation‟s objectives and works as an 
effective team member. The appointment of talented employees is crucial, but of 
even greater importance, is the organisation‟s ability to create a committed 
workforce (Coetzee 2005:1). 
 
Many organisations recognise the importance of increasing the rate of their 
evolutionary development, if they are to survive. A number of methods, such as 
leadership, technology applications and process re-engineering have been 
identified as important in assisting in the process of organisational evolution. This 
is however often counteracted by the resistance of employees to changing their 
working habits and processes. The satisfaction and commitment of employees is 
often negatively impacted by organisational change which has become such a 
popular occurrence in many organisations. (Bradley & Osborne 1998:178). 
Supervisors and managers need to harness all the change management tools at 
their disposal in order to be successful and create a committed workforce. It has 
been argued that having a committed workforce is a key factor in achieving 
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competitive performance. The more committed the employee is to the organisation, 
the greater the effort exerted by the employee in performing tasks. (Nehmeh 
2009:3). This provides a valid reason for supervisors and managers to understand 
the concept of commitment and further investigation needs to be undertaken 
regarding the nature of organisational commitment. Further investigation into the 
phenomenon will bring better understanding of the concept; what it is, how it 
operates, and most importantly, which behaviours are displayed by employees 
committed to the organisation are some of the concepts which need to be 
understood. 
 
In this chapter, various views on the meaning of organisational commitment will be 
discussed. The study will focus on the nature of commitment in the workplace, the 
importance of commitment, the different dimensions of commitment and the 
challenges and methods of achieving commitment in an organisation. The chapter 
will also give a brief introduction in the automotive industry focusing specifically on 
the importance, the challenges and the opportunities within the industry.  
 
3.2 THE NATURE OF ORGANISATIONAL COMMITMENT 
 
Organisational commitment can be defined as the attachments formed by 
employees to their employing organisations (Jerry 2001). According to WeiBo, 
Kaur and Jun (2010:13) and Farndale, Hope-Hailey and Kelliher (2009:7), 
organisational commitment is characterised by three related factors. These factors 
include a strong belief in and acceptance of the organisation‟s goals and values; a 
willingness to exert considerable effort on behalf of the organisation and a strong 
desire to maintain membership in the organisation. 
 
Laka-Mathebula (2004:13) states that organisational commitment should be seen 
as a multidimensional construct based on the assumption that commitment 
represents an attitude toward an organisation, and the fact that various 
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mechanisms can lead to attitudinal development of attitudes. According to Laka-
Mathebula (2004:13), organisational commitment can take the following forms: 
 
 Compliance: Occurs when attitudes and corresponding behaviours are 
adopted in order to gain specific rewards. 
 Identification: Occurs when an individual accepts influence to establish or 
maintain a satisfying relationship. 
 Internalisation: Occurs when the attitudes and behaviours that one is 
encouraged to adopt are congruent with one‟s own values. 
 
Based on these definitions, employee and organisational commitment can be 
described as an agreement between an employee and an organisation on the 
goals and objectives that are in place, and the willingness to put forth effort to 
achieve these goals and objectives. Organisational commitment is considered to 
be the linkage between an individual employee and the organisation. Statements 
can therefore be made that employee and organisational commitment are very 
similar in meaning and for the purpose of this study; they will be treated as one. 
 
3.3 DIMENSIONS OF ORGANISATIONAL COMMITMENT 
 
Ronn (2010:27) states that there are two main perspectives of organisational 
commitment. These are attitudinal and behavioural perspectives. The attitudinal 
perspective focuses on outlining the factors that have contributed to the 
development of commitment whereas the behavioural perspective focuses on 
identifying the conditions where behaviours tend to be repeated and how these 
behaviours affect attitude change. Each of these perspectives will be discussed in 
more detail. 
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3.3.1 THE ATTITUDINAL COMMITMENT PERSPECTIVE 
 
The attitudinal perspective views commitment as an individual‟s psychological 
bond to an organisation as “affective attachment and identification”. The attitudinal 
perspective suggests that commitment is internalised for valued organisational 
rewards (Lok 1997:42). Overton and MacVicar (2008:61) in turn state that 
attitudinal commitment is an individual‟s attitude towards a certain object, or the 
strength of an individual‟s belief in a course of action. Attitudinal commitment 
therefore focuses on the process by which people come to think about their 
relationship with the organisation (Meyer & Allen 1991:62). It can be thought of as 
a mind set in which individuals consider the extent to which their own goals and 
values are consistent with those of the organisation. In the attitudinal perspective, 
research has been directed largely at identification of the antecedent conditions 
that contribute to the development of commitment and at the behavioural 
consequences of this commitment (Meyer & Allen 1991:62). It is important to note 
that the concept of attitudinal commitment does not always conform to the 
traditional social-psychological definition of attitude (Overton & MacVicar 2008:61). 
 
3.3.2 THE BEHAVIOURAL COMMITMENT PERSPECTIVE 
 
According to Lok (1997:42), the behavioural perspective views commitment as the 
binding of an individual to behavioural acts. This approach derives its theoretical 
bases from cognitive dissonance and consonance. The employee becomes 
committed to an organisation as a result of “sunk costs” which would be lost if the 
employee were to leave the organisation. The behavioural perspective mainly 
focuses on an exchange relationship and the calculation of the costs of leaving 
rather than the rewards for remaining with the organisation.  
 
Meyer and Allen (1991:62) state that behavioural commitment relates to the 
process by which employees become locked into a certain organisation and how 
they deal with this problem. In the behavioural approach, research has 
52 
 
concentrated primarily on identifying conditions under which behaviour, once 
exhibited, tends to be repeated, as well as on the effects of this behaviour on 
attitude change (Meyer & Allen 1991:62). The performance of an increasing 
number of consonant or undeviating acts has been known to strengthen the 
behavioural commitment to the line of action. The degree of behavioural 
commitment is affected by the social context and when the act is known to others, 
whose opinion matters to the actor. (Overton & MacVicar 2008:61). 
 
3.3.3 OTHER TYPES OF ORGANISATIONAL COMMITMENT 
 
According to Meyer and Allen (1991), there are three types of commitment in 
addition the attitudinal and behavioural perspectives of organisational commitment. 
These are affective, continuance and normative commitment. 
 
 Affective commitment refers to the emotional attachment of the employee to 
the organisation, as well as the identification with and involvement in the 
organisation. Employees illustrating this type of commitment continue 
employment with the organisation because they want to do so. Those 
employees who are committed on an affective level stay with the 
organisation because he or she views their personal employment 
relationship as congruent to the goals and values of the organisation. 
Affective commitment is a work related attitude with positive feelings towards 
the organisation and attaches the identity of the employee to the 
organisation. (Manetje 2009:41-42). According to Manetje (2009:42), the 
strength of this type of commitment is determined by the extent to which the 
employee‟s needs and expectations about the organisation are matched by 
their actual experience. Manetje (2009:42) states that affective commitment 
is influenced by factors such as job challenge, role and goal clarity, 
receptiveness by management, goal difficulty, peer cohesion, equity, 
personal importance, feedback, participation and dependability. According to 
Manetje (2009:42), affective commitment development involves identification 
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and internalisation whereby the identification refers to the desire to establish 
a rewarding relationship with an organisation and internalisation refers to 
congruent goals and values held by employees and the organisation. 
 Continuance commitment refers to an awareness of the costs of leaving an 
organisation. It is the willingness to remain in an organisation because of 
personal investments in the form of non-transferable investments. These 
investments include close working relationships with co-workers, retirement 
and career investments, obtaining job skills unique to a particular 
organisation, involvement in the community in which the organisation is 
located, and other benefits that make it too costly for an employee to leave 
the organisation. (Meyer & Allen 1991). Those employees with such 
commitment remain with the organisation because they need to do so. It is 
calculative in nature because of the employee‟s perception or weighing of 
costs and risks associated with leaving the organisation (Manetje 2009:42). 
Furthermore, Manetje (2009:42) suggests that continuance commitment can 
be regarded as an instrumental attachment to the organisation, where the 
employee‟s association with the organisation is based on an assessment of 
economic benefits gained. The strength of such a commitment is determined 
by the perceived costs of leaving the organisation and therefore would be 
strong when availability of alternatives are few and the numbers of 
investments are high. 
 Normative commitment illustrates a feeling of obligation to continue 
employment and these employees feel that it is morally correct to remain 
with the organisation. Internalised normative beliefs of duty and obligation 
make employees obliged to sustain membership in the organisation 
(Manetje 2009:44). According to Ugboro (2006:236), such a feeling of 
obligation often results from a generalised value of loyalty and duty. This is 
an almost natural predisposition to be loyal and committed to institutions 
such as family, marriage, country, religion and employment organisation as 
a result of socialisation in a culture that places a premium on loyalty and 
devotion to institutions (Ugboro 2006:236). Furthermore, Manetje (2009:44) 
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argues that the strength of normative organisational commitment is impacted 
by accepted rules about reciprocal obligation between the organisation and 
its members. The reciprocal obligation is based on the social exchange 
theory, which suggests that a person receiving a benefit is under a strong 
normative obligation or rule to repay the benefit in some way such as 
training and development. 
 
The affective component of organisational commitment can be seen as well-suited 
with the attitudinal perspective of organisational commitment, whereas the 
continuous and normative components can be seen as representing two aspects of 
the behavioural perspective of organisational commitment (Lok 1997:42). 
 
All three forms of commitment indicate a common view that commitment is a 
psychological state that characterises the employee‟s relationship with the 
organisation and has implications on the decision to continue or discontinue 
membership in the organisation. An employee with a strong affective commitment 
remains with an organisation because he or she wants to, whilst an employee with 
a strong continuance commitment remains with an organisation because the 
employee has to, and an employee with a strong normative commitment remains 
with the organisation because the employee feels as though he or she ought to. 
(Ugboro 2006:236). 
 
 Meyer and Allen (1991, 1997) also suggest that affective commitment is a more 
efficient measurement of organisational commitment. Those employees with strong 
affective commitment are more performance driven and make more meaningful 
contributions towards the organisation than those employees who express 
continuance or normative commitment. Meyer and Allen (1991:69) state that the 
antecedents of affective commitment could be divided into three categories, 
namely, personal characteristics, structural characteristics and work experiences.   
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 Personal characteristics include those variables that assist in defining an 
individual (Pang & Lee 2002:107). These demographic factors include age, 
gender, tenure, education level and marital status. Although these 
demographic factors have been linked to commitment, the relations are 
neither strong nor consistent. Further research has demonstrated that the 
links between these demographic characteristics and commitment are 
indirect and disappear when work rewards and work values are controlled. 
Personal characters such as the need for achievement, affiliation, autonomy, 
personal work ethic, higher order need strength, locus of control, and central 
life interest in work have been discovered to correlate with commitment. 
(Meyer & Allen 1991:70). 
 Structural characteristics comprise the level of formalisation of policy and 
procedures. There is some evidence that affective commitment is related to 
decentralisation of decision making and formalisation of policy and 
procedure. It may be that the impact of structural characteristics on 
commitment is not direct but rather is facilitated by those work experiences 
such as employee/supervisor relations, role clarity, and feelings of personal 
importance, that are related to these structural characteristics. (Meyer & 
Allen 1991:69).  
 Work experience relates to employees‟ experiences that satisfy their need to 
feel comfortable in an organisation. Work experience variables can be 
divided into two categories: those that satisfy employees‟ need to feel 
comfortable in an organisation and those that contribute to employees‟ 
feeling of competence in the work role. The variables in the comfort category 
that have been found to correlate with affective commitment include 
confirmation of pre-entry expectations, equity in reward distribution, 
organisational support, organisational dependability, role clarity and freedom 
from conflict. Alternatively, the competence-related experiences include 
accomplishment, autonomy, fairness of performance-based rewards, job 
challenge, job scope, opportunity for advancement, opportunity for self-
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expression, participation in decision making and personal importance to the 
organisation. (Meyer & Allen 1991:70). 
 
According to Ugboro (2006:236), there are other factors which may facilitate 
intrinsically rewarding situations for employees to be antecedents of affective 
commitment. These include task significance, autonomy, identity, skills variety and 
feedback concerning employee job performance, perceived organisational support 
or dependence and the degree to which employees are involved in decision 
making activities and individual and organisational goal setting. Kreitner and Kinicki 
(2001:221) give a brief explanation of each of the core job dimensions: 
 
 Task significance refers to the degree to which the job influences the lives of 
other people both within the organisation as well as outside the organisation; 
 autonomy refers to the degree to which the job allows an employee to 
experience independence, freedom, and discretion in both planning and 
identifying the measures used in finishing the job; 
 identity relates to the extent to which a job requires an employee to perform 
a whole or completely identifiable piece of work. A person, for example, who 
works on a project from the beginning to end and sees a tangible result, will 
experience high task identity; 
 skill variety relates to the degree to which the job requires an employee to 
perform a variety of tasks in an organisation using different skills and 
abilities; and 
 feedback in an organisation refers to the extent to which an individual 
receives direct and clear information about how effective he or she is at 
performing the job. 
 
Ronn (2010:31) argues that the development of affective commitment is affected 
by any personal or situational variables that contribute to the likelihood that an 
employee will become involved in a course of action, recognise the value-
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relevance of association with an organisation or pursuit of a course of action, and 
derive an employee‟s identity from association with an organisation. 
 
3.4 CHALLENGES OF ORGANISATIONAL COMMITMENT 
 
Many organisations pay special attention to the development of skills of 
employees. According to Jain, Giga and Cooper (2008:257), skilled employees are 
often the most difficult to retain within an organisation as there is an opportunity for 
these employees to move to other organisations to further develop their careers 
without feeling the need to remain with the same organisation. Those employees, 
who leave, provide difficulty for organisations in finding suitably qualified and 
experienced replacements. Therefore the commitment of skilled employees needs 
to be monitored closely and the organisation needs to find ways to retain such 
employees. Organisational commitment can be seen as an important variable to 
consider particularly if an organisation‟s goal is to develop a stable workforce on 
whose continued membership it can count. The three types of commitment, namely 
affective, continuance and normative commitment represent psychological states 
that have implications on whether an employee remains with an organisation (Jain 
et al. 2008:258). It is thus imperative that supervisors and managers become 
aware of these different dimensions (affective, continuance and normative 
commitment) and the influence these dimensions have on the employees of an 
organisation.  
 
According to Brown (2003:31), researchers investigated the relationship between 
affective, continuance and normative commitment and the following types of 
commitment namely, work involvement, job involvement and career commitment. 
The findings revealed that affective commitment was more highly correlated than 
continuance and normative commitment with all the other types of commitment. 
Therefore, those employees who remain with the organisation because they want 
to are more likely to exhibit higher levels of commitment to their work, jobs and 
careers. It thus poses a challenge for supervisors and managers to create affective 
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commitment within an organisation so as to encourage involvement and career 
commitment of employees. 
 
Another study investigated the relationship between affective, continuance and 
normative commitment and the outcome measures of job satisfaction and 
employee turnover intentions. The results indicated that job satisfaction was 
positively related to both affective and normative commitment but not with 
continuance commitment. The results for employee turnover intentions illustrated 
that all three forms of commitment were negatively related to employee turnover 
intentions, with continuance commitment having the strongest negative 
relationship. (Brown 2003:31). 
 
Employees therefore need to feel valued and recognised by supervisors and 
managers in order for these employees to be committed. According to Nehmeh 
(2009:5), a survey undertaken to determine the satisfaction levels of employees in 
Britain‟s largest organisations highlighted that the majority of these employees felt 
undervalued and uninvolved. The findings of this study showed that only nine 
percent of the employees strongly agreed that their views and participation was 
valued by their organisations and that only twenty seven percent were strongly 
committed to help their organisations succeed. Good communication and feedback 
between management and employees is a means to reduce such problems and it 
provides challenges for management in understanding every employee. 
 
3.5 ANTECEDENTS OF ORGANISATIONAL COMMITMENT 
 
Martin (2008:593) states that there are three types of economic antecedents of 
organisational commitment. These are opportunism, dependence and uncertainty. 
Opportunism can appear in a passive form (hiding information about relevant 
characteristics or shirking responsibilities and efforts) or in an active form (lies, 
deliberate distortion of facts, prohibited behaviour and non-fulfilment of 
agreements). Dependence is related to the perception that a change of 
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organisation will involve high costs and the difficulty of breaking the labour relation. 
Uncertainty can be described as employee insecurity over employment, as fear 
that the current labour relation might weaken or as a belief that the cost of erring in 
the choice of organisation is too high.  
 
Dependence due to a lack of alternative employment opportunities, perceived 
costs and loss of advantages such as car allowances in the case of leaving the 
organisation will result in the employee committing to the current organisation. With 
regards to the influence of perceived uncertainty on commitment, there is potential 
that the fear of erring in the choice of an organisation and doubts or insecurity over 
whether the chosen organisation is the most suitable one will reduce commitment 
towards the organisation. Finally, the greater the perception of opportunistic 
behaviour by the organisation, the less willing the employee will be to affectively 
commit to the organisation. (Martin 2008:593). The three types of economic 
antecedents pose challenging situations for supervisors and managers in creating 
a work environment that creates a high opportunity cost for employees if they leave 
an organisation. 
 
According to Manetje (2009:48), there are a variety of factors that shape 
organisational commitment. These factors include the following: 
 
 Job-related factors 
 
Organisational commitment at an individual level is an important job-related 
outcome which may have an impact on other job-related outcomes such as 
turnover, absenteeism, job effort, job role and performance. The job role may lead 
to lack of commitment to the organisation and promotional opportunities can also 
enhance or diminish organisational commitment. (Manetje 2009:48). 
 
Level of responsibility and autonomy are other job factors that could have an 
impact on commitment. Manetje (2009:49) states that the greater the level of 
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responsibility and autonomy that an employee has with a given job, the lesser 
repetitive and more interesting it is for the employee, and the higher the level of 
commitment expressed by the employee who fulfils the job. Supervisors and 
managers should therefore provide employees with jobs that encourage the use of 
skills and are interesting and challenging for employees.  
 
 Employment opportunities 
 
Organisational commitment can be affected by the availability of employment 
opportunities. Individuals become less committed to the organisation if they have a 
strong perception that they stand a chance of finding another job. Alternatively, 
where there is a lack of other employment opportunities, there is a tendency of 
high level of organisational commitment. Membership in an organisation is 
therefore based on continuance commitment, where employees are continuously 
calculating the risks of remaining and leaving. In any organisation, well-established 
or new, there is a chance of employees leaving or searching for alternatives. 
(Manetje 2009:48). This is inevitable; however, organisations should find ways to 
make this opportunity cost or sunk cost as large as possible so as to persuade 
employees to remain with the current employer. 
 
 Personal characteristics 
 
Personal characteristics of employees such as age, years of service and gender 
can also affect organisational commitment. Manetje (2009:49) argues that those 
employees with seniority and are satisfied with their own levels of work 
performance tend to report greater levels of organisational commitment. Brown and 
Sargeant (2007:218) state that employees between the ages of twenty and thirty 
years are significantly less committed to the organisation than their counterparts in 
the higher age groups. Therefore, the older age groups are seen to be more 
committed to an organisation than the younger age groups. Gender may also affect 
organisational commitment; however, there is the assumption that gender 
61 
 
differences in commitment are due to different work characteristics and 
experiences than to gender per se. Brown and Sargeant (2007:218) argue that 
women with business professions are more committed to their organisations than 
their male colleagues. 
 
 Positive relationships 
 
According to Manetje (2009:50), the organisation as a workplace environment is 
built up of working relationships; the most popular being the supervisory 
relationship. Working relationships can impact on organisational commitment either 
positively or negatively. A positive supervisory relationship depends on how work-
related practices such as performance management are being implemented in the 
organisation. A fair supervisory relationship tends to result in a committed 
workforce. Teams and groups are also work relationships that exist in the 
workplace which can affect organisational commitment.  
 
 Work environment 
 
The work environment is another factor that influences organisational commitment. 
Partial ownership of an organisation (Employee Share Ownership Schemes) is one 
of the common working environmental conditions that may positively affect 
organisational commitment. Ownership gives employees a sense of importance as 
they become part of the decision-making process. The aim of share ownership 
plans is to encourage general employee participation in share ownership in their 
employer organisation and a collective effort towards improved organisational 
performance thereby increasing shareholder value. Employee share ownership 
plans encourage and promote the achievement of common goals between 
employee, shareholders and the organisation (Employee share ownership plan 
guidelines 2007:3). According to Manetje (2009:50), organisational commitment 
can also be affected by factors within the work environment such as performance 
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appraisal, promotions, management style and work practices in relation to 
recruitment and selection.  
 
 Organisational structure 
 
Organisational structure is the way an organisation is configured into work groups 
and the reporting and authority relationships that bind the individuals and groups 
together (Brooks 2009:191). Brooks (2009:190) argues that this structure is one of 
the key variables that influence how effectively an organisation performs in relation 
to competitors and the attitudes and behaviours of employees. Manetje (2009:51) 
states that organisational structure has an important impact on organisational 
commitment; however, bureaucratic structures tend to have a negative impact on 
organisation commitment. The removal of bureaucratic barriers and the creation of 
more flexible structures are more likely to assist in the enhancement of the 
commitment of employees both in terms of loyalty and attachment to the 
organisation. Supervisors and managers can therefore increase the level of 
commitment by providing employees with greater direction and influence. 
 
 Management style 
 
An employee‟s desire for empowerment and demand for a commitment to 
organisational goals can be satisfied by a management style that encourages 
employee involvement. The more flexible and participative the management styles 
are, the more likely organisational commitment will be positively enhanced. 
Organisations need to ensure that their management strategies are aimed at 
improving employee commitment rather than compliance with the job. (Manetje 
2009:51). According to Rees and Porter (1998:169), the key variable in employee 
participation is managerial style. Formal schemes of employee participation, 
whether direct, such as quality improvement schemes and team leadership, or 
indirect, such as works councils, also critically depend on the enthusiasm and 
management style of management. 
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3.6 BENEFITS OF ORGANISATIONAL COMMITMENT IN THE WORKPLACE 
 
Committed employees within an organisation contribute positively to the 
organisation which is not true with less committed employees. Employees with 
higher levels of organisational commitment display greater productivity and 
performance and lower levels of absenteeism and tardiness. (Manetje 2009:53). 
Therefore, committed employees tend to take greater efforts to perform and invest 
their resources in the organisation. 
 
According to Laka-Mathebula (2004:2), great levels of effort exerted by employees 
with high levels of organisational commitment leads to a greater level of 
performance and effectiveness at both individual and organisational level. 
Committed employees are more valuable than those with poor commitment and 
many studies have therefore focused on the identification of organisational factors 
that can be managed in order to foster employee commitment (Laka-Mathebula 
2004:2). 
 
Another benefit of organisational commitment is that it can result in a stable and 
productive workforce. Organisational commitment facilitates employees to provide 
creativity and to contribute towards organisational development initiatives. 
Committed employees have the ultimate goal of engaging in and improving 
performance and are normally achievement and innovative orientated. Affiliation, 
attachment and citizenship behaviour are feelings which tend to advance 
organisational efficiency and effectiveness, are other positive impacts of 
organisational commitment. (Manetje 2009:53-54). 
 
The research of Meyer and Allen (1991) illustrates a positive correlated relationship 
between affective commitment and work attendance. A committed employee, for 
example, will be more focused about his or her job and will be more motivated to 
dedicate more time and effort in order to accomplish the required tasks. 
Furthermore, Meyer and Allen (1991) illustrate that in-role job performance has 
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been reported to be higher for employees with strong affective commitment. The 
assumption is that committed employees will work harder at their jobs and perform 
better than those employees with weaker commitment. However, there has been 
other studies which contradict this assumption and one can therefore say that the 
association between performance and affective commitment is neither very strong 
nor is the effect on performance very large. There also seems to be a stronger 
association between extra-role behaviour and affective commitment. Those 
employees with a stronger affective commitment are more willing to engage 
themselves in citizenship behaviour and can be expected to exercise responsible 
autonomy or self-control, thereby removing the need for supervisors. (Nehmeh 
2009:5). Further research has investigated the link between organisational 
commitment and the delivery of quality services. The link was found to not be very 
strong; however, organisational commitment is strongly tied to role ambiguity and 
teamwork as antecedents of the service delivery gap. (Nehmeh 2009:5). 
 
According to Ronn (2010:28), organisational commitment can be viewed from two 
different perspectives namely, the organisational and individual perspectives. 
These perspectives clearly show the importance of commitment as well as the 
advantages and disadvantages of commitment to an organisation. An employee‟s 
organisational commitment is important for employers in that it reduces the risks of 
voluntary turnover and absenteeism, while at the same time increasing the 
likelihood for positive work outcomes such a performance and motivation. The 
individual perspective shows that high levels of commitment to one‟s employing 
organisation can increase the chances of obtaining both extrinsic and intrinsic 
rewards such as higher salaries and job satisfaction. However, Ronn (2010:28) 
argues that being too committed can also result in a disadvantage for employees if 
continuous development of personal skills and knowledge are put aside. According 
to Manetje (2009:52), the following points are some of the disadvantages of over 
committed employees in an organisation: 
 
 overly loyal employees; 
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 job and occupational burnout; 
 obsessive-compulsive patterns at work; 
 neurotic compulsion to succeed; and 
 extremely high levels of energy. 
 
Employee commitment has a strong relationship with organisational success 
factors such as higher job satisfaction, lower absenteeism and organisational 
citizenship behaviour. Furthermore, it has been noted that employees with high 
levels of commitment are more willing to put forth greater efforts towards an 
organisation‟s goals and objectives. (Farndale et al. 2009:7). Gaining a greater 
understanding of the processes related to organisational commitment has 
implications for employees, organisations and the society as a whole. Thus, it can 
be noted that organisational commitment would have potentially serious influences 
on overall organisational performance. (Camilleri 2002:2). 
 
There are many reasons why an organisation would want to increase the level of 
commitment among its employees. Among them is the view that having a 
committed workforce is the key factor in achieving a competitive advantage in an 
industry. The more committed an employee is to an organisation, the greater the 
effort exerted by the employee in performing tasks. Committed employees remain 
associated with an organisation and assist in achieving organisational goals. 
(Nehmeh 2009:5). 
 
As organisations slowly experience recovery from the global economic downturn 
that occurred during 2008 and 2009, most employees who are still employed are 
grateful. These employees may be appreciative for still having jobs, but they are 
not very committed to their current employer for a long term. Many employees will 
leave for what they perceive to be greener pastures as the economy improves and 
other employment opportunities become more plentiful. According to Whittington & 
Galpin (2010:14) supervisors and managers need to be aware of better work 
opportunities for employees and find ways to build employee commitment in order 
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to prevent high turnover costs when the economy returns to a healthier and fruitful 
state. (The tasks and work portfolios of employees which are retrenched are often 
handed on to their colleagues at no additional financial incentive such as increased 
wages. The result is a reduction of the affective commitment of the employees as 
they take over the work of the retrenched employees in the organisation. 
 
3.7 MECHANISMS TO ACHIEVE ORGANISATIONAL COMMITMENT IN THE 
WORKPLACE  
 
According to Laka-Mathebula (2004:2), there exists an extensive list of factors that 
are associated with the development of organisational commitment. These factors 
can be characterised into four main categories of variables namely, personal 
characteristics, job characteristics, work experiences and structural characteristics. 
Furthermore, there are also other factors that have been suggested to influence 
organisational commitment. These include organisational size, organisational 
culture, leadership style, and human resources management practices that 
influence salary, benefits, career prospects and possibilities for further growth and 
education. Organisational culture, leadership style and human resources practices 
can be manipulated by organisations to influence the levels of organisational 
commitment in their employees. 
 
In business, as in personal relationships, commitment is a two-way street. If 
employers want commitment from their employees, then they need to be 
committed to the organisation themselves. It is a known fact that committed 
employees do better work than uncommitted employees and organisations with 
committed workers do better financially than other organisations without committed 
employees. (Coetzee 2005:15). Coetzee (2005:15) states that according to 
employees, employers do not value employee loyalty and are willing to sacrifice 
employees to maintain the financial bottom line (profitability). The treatment of 
employees as expendable commodities by employers when times get tough is 
evident in the downsizing, rightsizing and re-engineering in the organisations. 
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Organisations need to acknowledge that employees also have worker and 
individual needs. Organisational practices have not kept pace with the changing 
needs of employees, even though the relationships between employers and 
employees have evolved significantly. (Coetzee 2005:15). 
 
According to Coetzee (2005:15), a study by Aon Consulting in Canada in 2000 
looked at the effectiveness of various organisational practices in building employee 
commitment. Five key areas were identified in the study that have an influence on 
organisational commitment. These included safety and security, rewards, affiliation, 
growth as well as work and life harmony. 
 
The research as described by Coetzee (2005:16) identified the following three 
drivers as the key factors influencing commitment: 
 
 Fairness 
 
Coetzee (2005:16) states that fairness implies the removal of a person‟s feelings, 
prejudices and desires to achieve a proper balance between conflicting interests. 
The issue with fairness is that it is subjective, and in order to create a perception of 
fairness, supervisors and managers need to pay competitive wages, create and 
administer policies that are unbiased, offer competitive benefits, provide timely, 
accurate and useful performance appraisals, promote the most qualified 
employees and develop employees by providing opportunities for growth. 
 
 Trust 
 
Trust is imperative in order to facilitate commitment in an organisation. If 
supervisors and managers wish to develop and maintain trust amongst employees, 
they need to do what they indicated they would do, be consistent, maintain 
confidences, be a role model of behaviour, encourage employee involvement, 
allow employees to make decisions that affect their own work, allow employees to 
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make mistakes and learn from them without fear, explain reasons for major 
decisions and act on employee suggestions. The role of supervisors in an 
organisation is extremely important in influencing the perceptions that employees 
form about the organisation‟s supportiveness and the extent to which the 
organisation can be trusted to look after the employees‟ interests. Managers also 
play an important role in building employee commitment. According to Coetzee 
(2005:16), high quality managers are one of the primary factors in retaining high 
quality employees in an organisation. Effective managers inspire loyalty, trust and 
admiration in an organisation. 
 
 Concern for employees 
 
Employees should be regarded as people within an organisation and not merely as 
a factor of production. Organisations should provide job security, develop and train 
employees, be flexible to accommodate employee issues, allow employees to have 
a life outside work and be open and honest to employees. In the current work 
environment, employees have a strong sense of self-worth; employees recognise 
their value, and want their employers to recognise this too. Supervisors and 
managers that listen and show concern to their employees and build a committed 
workforce will create a distinct organisational competitive advantage. (Coetzee 
2005:17). 
 
According to Farndale et al. (2009:7), there are certain human resource 
management (HRM) practices that can be put in place in an organisation that can 
be used to encourage high commitment. Practices that enhance employee 
empowerment have been found to have a significant effect on employee 
commitment.  
 
Farndale et al. (2009:7) add that the practices that represent a high commitment 
strategy for employees include any sets of HRM policies and procedures that 
influence employee commitment. There are two types of commitment-enhancing 
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performance management practices. The first practice has a very high involvement 
focus on employees and includes personal involvement in setting both individual 
and organisational objectives, having frequent opportunities to discuss 
performance and receive feedback from coaches and mentors, and having some 
choice over the pay and benefits package received. The employee reciprocates 
with higher commitment in return for these organisational practices. The second 
practice concentrates on the employee‟s feelings towards opportunities for 
development, with the reciprocal repayment of this investment again being 
employee commitment and a lower intention to leave. These types of practices, 
which can be called High Commitment Performance Management (HCPM) when 
combined, include appraisal discussions that result in training and development 
opportunities and new challenges being set for the employee to achieve. These 
HCPM practices effectively represent an intersection of the organisation‟s interests 
and the employee‟s interests, and are fully facilitated by line supervisors and 
managers. (Farndale et al. 2009:8). 
 
An employee‟s behaviour and attitude is influenced by the way in which the 
employee perceives and evaluates HRM practices. Therefore an employee‟s 
perceptions of performance management practices are imperative and can be 
explained with the support of organisational justice theories. A wide range of 
employee behaviours can be explained via organisational justice, and the 
importance of the ideals of justice and fairness as a requirement for organisations 
to function effectively and succeed, can be highlighted. (Farndale et al. 2009:8). 
 
Two well established forms of organisational justice will be discussed. These 
include distributive justice and procedural justice. Distributive justice refers to 
whether the performance appraisal process results in what the individual perceives 
to be a fair evaluation. Procedural justice refers to the individual‟s perception of the 
fairness of the process carried out. If the process of HRM practices is perceived to 
be equitable then an employee is said to be more likely to find the outcomes of the 
practices fair. According to Farndale et al. (2009:9), the perceptions of procedural 
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justice in HRM are related in particular to measures such as trust in management, 
job satisfaction and employee commitment, whereas distributive justice is more 
closely related to outcome satisfaction, for example, the fairness of levels of pay 
and performance evaluations. In summary, procedural justice is a stronger 
predictor of evaluations of an organisation as an institution, whereas distributive 
justice relates more closely to specific personal outcomes.  Organisational justice 
can therefore help explain employee attitudes and behaviours which trigger an 
employee‟s commitment in an organisation. 
 
According to Whittington and Galpin (2010:14), organisational practices that 
emerge from both macro- and micro-levels of the organisation are required in order 
to create a committed workforce. Gerber et al. (1998:23) state that the 
management of labour as a resource with the macro approach is dealt with in 
broad terms from the point of view of national human resources management, 
whereas, the micro approach focuses on the individual employee and the 
principles and techniques used by human resources management to improve the 
performance of individuals in organisations. However, macro-level human resource 
policies on their own will not create high levels of engagement among employees. 
The need for employee commitment which has been termed as employee 
engagement has been exacerbated by the need to attract and keep high-
performing employees during the globalisation of economic activity. Employee 
commitment (engagement) occurs within a context of macro-level organisational 
practices which is known as the HR value chain. Leader behaviour, job 
characteristics, and challenging goals are the antecedents to employee 
engagement in a micro-level. There will therefore be positive in-role and extra-role 
performance when employees experience engagement. (Whittington & Galpin 
2010:14). 
 
It is imperative that organisations create environments that provide a sense of 
challenge and meaningfulness for employees. Furthermore, the research of 
Whittington and Galpin (2010:15), advocates creation of new organisations that 
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emphasise seven characteristics. These include employee security, selective hiring 
of new personnel, self-managed teams and decentralised decision-making as the 
basic principles of organisational design, comparatively high compensation 
contingent on organisational performance, extensive training, reduced status 
distinctions and barriers, and extensive sharing of financial and performance 
information throughout the organisation. Many of these practices mentioned above 
are macro-level practices and have been associated with organisational success 
and employee commitment. However, these practices may lose their influence on 
the organisation if they are not supported by a set of micro-level practices. 
 
Transformational leadership has shown impressive outcomes within an 
organisation through organisational commitment, high levels of in-role 
performance, satisfaction with the leader and trust in the leader. Transforming 
leadership occurs when individuals engage with each other in such a way that the 
leader and follower raise one another to high levels of motivation and morality. The 
result is a relationship which allows an on-going level of mutual support. 
(Whittington & Galpin 2010:18). Transformational leaders possess one or more of 
the following behaviours which transform followers and motivate them to surpass 
their self-interests for the good of the organisation (Whittington & Galpin 2010:19):  
 
 Idealised vision refers to the role modelling behaviour of transformational 
leadership. These leaders are admired, respected and trusted and their 
followers identify with and attempt to emulate them. Credibility is earned by 
considering the needs of others over the leaders own, sharing risk with 
followers and illustrating high standards of moral conduct. 
 Inspirational motivation occurs through imagining and articulating an 
attractive future that provides meaning and challenge for followers. 
Expectations are communicated with a demonstrated commitment to the 
goals and shared vision of the organisation.  
 Intellectual stimulation is developed by the transformational leader‟s 
questioning of assumptions, reframing of problems and approaching existing 
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situations from a fresh perspective. This type of behaviour is known to 
encourage innovation and creativity.  
 Individualised consideration refers to the leader‟s mentoring role. The 
transformational leader pays special attention to each individual‟s needs for 
achievement and personal growth. To advance followers successively to 
higher levels of potential, delegation is used as a development tool. 
 
Commitment within the organisation can be largely influenced by the various 
activities. It is fundamental for supervisors and managers to adopt behaviours 
which encourage employee commitment. A brief introduction into the background 
of the automotive industry of South Africa will follow.   
 
3.8 THE AUTOMOTIVE INDUSTRY 
 
This section provides a brief introduction to the automotive industry which is the 
case of study in this research. The study will focus on the importance, challenges 
and advantages of the automotive industry. Key automotive performance figures 
will also be provided.  
 
3.8.1 BACKGROUND INTO THE AUTOMOTIVE INDUSTRY 
 
The automotive industry is often called „the industry of all industries‟. In terms of 
output levels, direct and indirect employment, management practices and 
manufacturing standards, the automotive industry is one of the largest and most 
advanced scale industries (Barnes & Morris 2008:32). In South Africa, the 
automotive industry is the third largest economic sector, contributing over 29% of 
the country‟s manufacturing output. The South African automotive industry 
accounts for just 0.7% of the global automotive market share, and ranks 18th by 
size. The impressive statistic is that South Africa accounts for 85% of the African 
continent‟s vehicle output. (Worku & Muchie 2011:358). 
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The barriers to entry are extremely high as a result of the high technical and quality 
standards which run throughout the value chain. The automotive industry 
environment consists of local vehicle manufacturers such as Volkswagen, BMW, 
Nissan, Ford, General Motors, Mercedes Benz and Toyota. The automotive 
industry grew substantially from 1961 through state intervention through an import 
substituting industrialisation paradigm.  
 
3.8.2 THE IMPORTANCE OF THE INDUSTRY TO THE ECONOMY 
 
In 2006, Volkswagen of South Africa invested in a state of the art skills 
development programme to the value of R400-million and in 2009, the company 
invested R30-million in the construction of three training centres and the 
development of new training content. These investments facilitated in the 
improvement of employee skills and ensured that the company obtained a 
competitive edge through the qualification and development of employees. 
(Volkswagen SA opens three new training centres 2009). In an economy that lacks 
sufficient skills and knowledge, investments such as these do not only enhance the 
performances of Volkswagen, but also the South African labour market. 
 
It is not only been the large vehicle manufacturers who have invested in the sector, 
component manufacturers such as Benteler Automotive, Rehau, Grupo Antolin and 
Faurecia Interior Systems have invested heavily in the Logistics Park. A total of 
R600-million was invested in the Logistics Park creating roughly 1000 new jobs. 
(The state of the automotive sector in South Africa 2009). Thus the sector 
contributes substantially to job creation within the South African economy.  
 
The South African automotive sector also exports thousands of vehicles and 
components to multiple internationals and it enjoys significant advantages 
compared to other exporting countries. The diversity of the automotive components 
as well as the number of destinations of automotive exports, have increased over 
the last few years. Exporting plays an essential role in the economy in terms 
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competitiveness as the domestic markets are not large enough to generate 
sufficient economies of scale for world class production. (Automotive export 
manual 2011:6). Europe is South Africa‟s main export destination. In 2010, 
automotive exports of both vehicles and components to the EU amounted to 47.6% 
or R33.1-billion of South Africa‟s total automotive exports of R69.5-billion. 
(Automotive export manual 2011:45). 
 
Positive output growth resulting from higher export volumes has arrested 
employment losses in the sector. The National Association of Automobile 
Assemblers of South Africa (NAAMSA) revealed that vehicle assembly 
employment increased substantially from 32 751 in 2000 to 38 623 in 2007. This 
was the fundamental objective of the MIDP. (Barnes & Morris 2008:44). 
 
3.8.3 KEY SOUTH AFRICAN AUTOMOTIVE FIGURES 
 
In January 2012, the new vehicle market represented the highest January month in 
the past five years. This was largely influenced by the strong demand from rental 
companies, constituting 17% of total new car sales. The aggregate industry new 
car sales improved by 2465 units or 7.5% compared to the 32 963 new cars sold 
during the same month in 2011. It was not only the passenger market that showed 
signs of improvement, the commercial vehicle market also improved by 250 units 
from 12 144 units in January 2011 to 12 394 in January 2012. Exports of locally 
produced vehicles, which excluded Mercedes Benz South Africa, improved by 260 
units to 10 445 in January 2012. (Car sales boom in January 2012 2012). Exports 
into Europe increased from 90 734 exported vehicles in 2010 to 97 882 in 2011, a 
7.9% increase. However, it was expected that the recession in Europe and the 
continuing Eurozone uncertainty would negatively impact exports into the region. 
(Automotive investments steadily increase – Naamsa 2012). 
 
Accompanied by the high vehicle sales forecasts for the 2012 period, the 
automotive industry was poised to spend over R5-billion in capital expenditure 
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during the same period. Investments and capital expenditure into the automotive 
sector steadily improved after dropping from R6.2-billion in 2006 to R2.5-billion in 
2009. Expenditure forecasts for 2012 were largely driven by manufacturers gearing 
up for the new APDP (Automotive Production and Development Programme) 
initiative which will replace the MIDP (Motor Industrial Development Programme) 
initiative in 2013. The APDP system is production based instead of export based, 
and aims to increase South Africa‟s vehicle production to 1.2-million units by 2020. 
(Automotive investments steadily increase – Naamsa 2012). The automotive 
industry contributed 6.8% to gross domestic product (GDP) in 2011 and 6.2% in 
2010 and is thus one of the most important sectors for job creation and economic 
growth (Automotive sector gears up for record 2012).  
 
3.8.4 CHALLENGES WITHIN THE AUTOMOTIVE INDUSTRY 
 
One of the main concerns within the automotive industry is the price 
competitiveness in comparison to the other regions around the world. Many 
industry leaders have suggested the need for further government incentives as well 
as improved transport infrastructure. The supply chain plays an essential role in 
ensuring that finished goods are transported to the ports, that the vehicles are 
cleared through the ports more efficiently and that the vehicles are shipped to the 
correct destinations. (The state of the automotive sector in South Africa 2009). 
 
It is also essential to create a favourable environment for component 
manufacturers (suppliers) in order to increase the level of local content within the 
industry, which stood at 35% in 2009. In order for the sector to become more 
competitive, it is said that the local content rate needs to be increased to 70% or 
more. (The state of the automotive sector in South Africa 2009). 
 
Since 2003, vehicle prices have been increasing at levels well below that of the 
CPI (Consumer-price inflation) and the industry has achieved substantial 
economies of scale in vehicle and component manufacturing through additional 
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export business (Barnes & Morris 2008:45). However, there are extremely tough 
times ahead as electricity, transport and labour remain unstable. Achieving high 
local content levels is one of the ways to further improve the pricing of vehicles and 
it is thus imperative that OEMs find ways to bring in additional localisation and 
improve competitiveness.   
 
According to Worku and Muchie (2011:358), the South African automotive industry 
has a number of challenges. These include shortages of technical skills, shortages 
of capital or labour, high barriers to entry and industrial dominance by a few 
players, difficulties in acquiring and exploiting appropriate technology and 
innovations, constrained managerial capabilities, limited internal capacity in terms 
of training personnel, low productivity and regulatory issues.  
 
From an export point of view, OEMs experience a number of challenges. One of 
the barriers is the customs duties as well as other compliance and protectionist 
instruments such as specific tariffs and antidumping measures. Other barriers 
include logistics costs, raw material prices, currency fluctuations, and global 
developments. (Automotive export manual 2011:25). 
 
3.8.5 ADVANTAGES OF THE SOUTH AFRICAN AUTOMOTIVE INDUSTRY 
 
According to the Automotive export manual (2011:8), the country‟s main 
competitive advantages include the following: 
 
 Infrastructure 
 
South Africa has one of the best infrastructure and service industries among 
developing nations. This is evident in roads, telecommunication, harbours, banking 
systems, insurance and shipping. The infrastructure is able to manage commercial 
traffic emanating from and destined for Europe, Asia, America and East and West 
Africa. South Africa is regarded as the access point into the African continent.  
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 Raw material availability 
 
South Africa has an abundance of raw material availability and is the world‟s top 
ranked producer of platinum, palladium, rhodium, chrome, manganese, vanadium, 
vermiculite, ferro-chromium and alumino-silicates. The metals such as platinum, 
rhodium and palladium are essential elements used in the production of catalytic 
converters. The country supplies in the region of 15% of the global demand for 
catalytic converters. Chromium is another element originating from South Africa 
and home to over 70% of the world‟s chromium which is used in the manufacturing 
of exhausts. 
  
 Emerging market cost advantages 
 
The average labour costs to the employer are lower than the developed nations 
and on par with many other developing nations around the world. The cost of living 
in South Africa is also a lot less than developed nations.  
 
 First world production testing 
 
South Africa has been recognised around the world for providing low-cost vehicle 
testing and development opportunities. The country has a unique range of vehicle 
operating conditions coupled with some sophisticated research and development 
resources. Operating conditions include varying and readily accessible climate 
conditions, altitudes and road surfaces from high-speed circuits, off-road tracks, 
baking deserts to cold mountains. Accelerated durability testing can be done at any 
time of the year, within easy reach of laboratories and testing services available at 
low prices. 
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 Flexible production capability 
 
The South African automotive industry has retained its capability where single 
production facilities manufacture a range of quality products at competitive prices 
to satisfy the domestic and export markets. This provides South Africa with a 
unique competitive advantage when considering how low the volumes are. 
 
 Government support 
 
The South African government introduced the MIDP system to support the 
industry. The MIDP was implemented with effect from 1 September 1995. Its 
function was to reshape the future direction of the South African automotive 
industry and embed the outward orientation of the industry, thereby restructuring it 
to achieve international competitiveness, while still maintaining its employment and 
output contributions to the South African economy.  
 
The new Automotive Production Development Programme (APDP), which replaces 
the MIDP in 2013, seeks to double production to 1.2-million units by 2020 together 
with an associated increase in localisation. The program applies to light vehicles 
only and will reflect a quantum leap in terms of processes, technologies and the 
scale on which the domestic industry currently operates. The APDP aims to shift 
the emphasis away from an export focus to one that accentuates scale in the 
manufacture of vehicles. Several carmakers, including GMSA, BMW and VWSA, 
invested in order to meet the minimum 50 000 unit a year benchmark to qualify for 
incentives under the APDP.   
 
According to Automotive export manual (2011:8), the APDP includes four elements 
which benefit automotive manufacturing plants. These are: 
 
 Automotive Investment Scheme (AIS): Effective from July 2009, this 
assistance replaces the Productive Asset Allowance and will amount to a 
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cash grant of 20% (taxable) of qualifying investment paid over to OEMs and 
component manufacturers over a three year period. In addition, by achieving 
certain performance objectives, OEMs and suppliers will be able to earn an 
additional 10%. This scheme encourages investments by OEMs and 
suppliers in a manner that supports equipment upgrades. 
 Tariffs: Import duties on FBUs (Full Built Up) units as well as components 
will be frozen at 2012 levels (25% on light vehicles and 20% on original 
equipment components) through to 2020. A further preferential agreement 
will result in imported vehicles from the EU paying only 18% duty. The 
purpose of these tariffs is to provide enough protection to justify continued 
local vehicle assembly. 
 Vehicle Assembly Allowance (VAA): This initiative seeks to provide duty-free 
import credits to vehicle assemblers based on 20% of the ex-factory vehicle 
price, reducing to 18% of the value of light motor vehicles produced locally 
from 2013. From the OEM point of view, the equivalent value will comprise 
of the allowance multiplied by the duty rate, so 4% in 2013 reducing to 3.6% 
in 2015.  
 Production Incentive (PI): This support will start at 55% from 2013, reducing 
substantially to 50% of value added, also in the form of duty-free import 
credits, and will replace the current export based scheme. The equivalent 
value will be the incentive multiplied component duty rate, so 11% of value 
added in 2013, reducing to 10% by 2018. Value added is defined as the 
manufacturer‟s selling price less the input materials, and the value added 
support provided from this incentive is planned to encourage increased 
levels of local value addition along the automotive value chain with positive 
effects on job creation. The production incentive will not only apply to OEMs 
but also to the supply chain.   
 
The South African economy has been largely boosted by formally joining the 
economic coalition with Brazil, Russia, India and China. This coalition is known as 
the BRICS coalition and consists of new emerging markets. This move provides for 
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attractive investments within South Africa. From an automotive point of view, 
Brazil, India and China are some of the largest automotive manufacturing countries 
in the world and BRICS seeks to have attractive spin offs for the South African 
automotive industry as well. The result could be positive trade and investment 
opportunities within the domestic automotive industry in South Africa. (Automotive 
export manual 2011:45). 
 
The automotive industry plays an essential role in the South African economy, and 
employee commitment has the ability to improve organisational performance and 
achieve competitive advantages. Organisations therefore need to identify and 
invest in methods that improve the commitment levels of employees and provide 
positive spin offs in terms of organisational development and competiveness. As 
such, this study investigates the link between the automotive industry and 
organisational commitment. 
 
3.9 SUMMARY 
 
This chapter provided a number of definitions of organisational commitment, the 
different dimensions of organisational commitment, the importance of 
organisational commitment, the challenges and antecedents of organisational 
commitment and the methods for achieving commitment in the workplace. 
Furthermore, previous studies regarding organisational commitment were also 
discussed.  
 
Becoming a market leader is the fundamental goal and objective of any 
organisation, large or small. However, achieving such goals cannot be obtained 
through a hand full of employees within an organisation. It requires a collective 
effort from all employees. One can therefore conclude that high levels of 
commitment of all employees is essential for the success of any organisation and 
management should ensure that proper facilities are in place to encourage 
commitment in the workplace. A greater level of performance and effectiveness 
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within an organisation can be achieved with high levels of effort and commitment. 
Ensuring that an organisation has substantial facilities and processes in place to 
improve the commitment of employees is therefore essential in order for the 
organisation to succeed.  
 
The development of a skilled labour force also creates additional challenges for 
organisations as retention becomes an issue. As the skills of employees increase, 
so do job opportunities for employees both internally and externally. Jobs become 
available within other organisations thus making it extremely difficult to retain staff. 
However, by developing normative commitment within these employees, an 
organisation may be able to retain them. 
 
The automotive industry contributes substantially to the South Africa economy, not 
just through employment creation and production output, but also through essential 
skill and infrastructure development.  
 
The following chapter will discuss the independent variables as illustrated in Figure 
1.1. These include work environment, job considerations and personal 
considerations. An in-depth discussion will be given on each of these whereby the 
study will look at the variables attached to each independent variable. 
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CHAPTER FOUR 
 
A THEORETICAL MODEL ON ORGANISATIONAL COMMITMENT IN THE 
AUTOMOTIVE INDUSTRY  
 
4.1 INTRODUCTION 
 
Previous empirical research has investigated both the causes and the effects of 
organisational commitment in an attempt to determine how commitment is created 
and how it influences organisational effectiveness. A summary of the findings of 
different researchers concerning the nature, antecedents, outcomes and 
challenges of organisational commitment was compiled in the previous chapter. 
The purpose of the chapter to follow is modelled from the relationship between 
organisational commitment and the factors influencing it. The independent 
variables of the study, as illustrated in Figure 4.1, will be discussed with specific 
reference to the attributes of each of these variables. These variables consist of 
personal considerations, work environment and job considerations. Furthermore, 
the chapter will establish the relationship between organisational commitment and 
employee motivation and job involvement. Research on both employee motivation 
and job involvement will also be discussed.   
 
4.2 THE MODELLED INFUENCES OF ORGANISATIONAL COMMITMENT AS 
PERCEIVED BY EMPLOYEES 
 
The section to follow will focus specifically on each of the variables and attributes 
influencing organisational commitment as well as the influence that organisational 
commitment has on employee motivation and job involvement.  
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FIGURE 4.1: THE MODELLED INFLUENCES AND OUTCOMES OF 
ORGANISATIONAL COMMITMENT 
                                                                                                            
INDEPENDENT VARIABLES                                        DEPENDENT VARIABLES 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
4.2.1 WORK ENVIRONMENT 
 
The following section focuses on the attributes that make up the work environment 
in which employees operate. These attributes include management style, 
organisational support and workplace culture. Each of the attributes will be 
discussed in detail. 
 
4.2.1.1 Management style 
 
Management styles reflect a pervasive and enduring set of interpersonal 
behaviours. Management styles focus on how a manager acts and what he or she 
says and does rather than on the personality or values and beliefs. (Keeffe et al. 
2008:93). 
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According to Manetje (2009:51), a management style that encourages employee 
involvement can foster an employee‟s desire for empowerment and commitment to 
the organisation‟s goals. Furthermore, more flexible and participatory management 
styles can strongly and positively enhance organisational commitment. 
Commitment is more fundamental to an organisation‟s success than compliance 
and management should therefore adapt their styles in order to improve employee 
commitment rather than seek compliance.  
 
Bititci, Mendibil, Nudurupati, Turner and Garengo (2004) studied the relationship 
between organisational culture, management style and performance measurement 
systems and discovered that there is indeed an interplay between the variables. 
Performance measurement systems are becoming more and more popular within 
organisations and the system plays an important role in maintaining high 
performance. However, performance measurement systems experience different 
levels of management styles. Successfully implemented performance 
measurement systems resulted in a more participative and consultative 
management style.  
 
4.2.1.2 Organisational support 
 
According to Moideenkutty et al. (2001:616), perceived organisational support can 
be viewed as a measure of an organisation‟s commitment to its employees. 
Organisational support has been illustrated to positively influence job satisfaction 
and commitment in an organisation. Organisational support fulfils a range of 
human needs for employees. Recognising superior performance and displaying 
commitment to an employee‟s wellbeing by an organisation can aid in satisfying an 
employee‟s need for esteem and affiliation. The need for social approval can also 
be met when organisations give employees recognition. Organisational support 
therefore permits the fulfilment of employees‟ social-emotional needs, thus 
producing a sense of belongingness, involvement and social identity within the 
organisation, which further enhances the employees‟ commitment to the 
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organisation. Organisations which provide high levels of support within an 
organisation, increase job satisfaction by minimising conflict and stress within an 
organisation. (Ng & Sarris 2009:3). 
 
A study by Ng and Sarris (2009:3) examined the relationship between a person, 
organisation fit, organisational support and employee job satisfaction and 
organisational commitment. According to Ng and Sarris (2009:3), perceived 
organisational support may influence the relationship between an individual, 
organisation fit and job satisfaction. As such the results of the study indicate that 
perceived organisational support is positively correlated to job satisfaction and 
organisational commitment. This suggests that employees who reported a high 
level of support from the organisation were more likely to be fulfilled with their jobs 
and more committed to the organisation. 
 
Greater levels of organisational identity therefore can be observed when an 
organisation is perceived as being supportive to its employees. There are two 
reasons why perceived organisational support encourages organisational identity. 
Firstly, the willingness of employees to engage in an organisation depends upon 
the perceptions they have about the organisation. For example, when an 
organisation treats employees fairly and with respect, this gives the impression that 
the employees are valued within the organisation. Where an organisation is 
perceived as being supportive of employees, it means that the organisation will be 
considered to treat employees with respect which results in employees being more 
likely to engage psychologically with the organisation. (Edwards 2009:93). The 
second reason why perceived organisational support will be essential in nurturing 
organisational identity is linked to the principles of social exchange theory. If an 
organisation provides employees with particular benefits and rewards, it leads to 
the formation of an exchange based relationship. (Edwards 2009:93). 
 
Employees respond to high levels of perceived organisational support in a variety 
of ways. It can be directly through greater commitment to the organisation, or 
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indirectly through an employee‟s perceived obligation to care about the 
organisation‟s well-being, which leads to increased job performance, promotes 
organisational commitment, encourages employees to engage in organisational 
citizenship behaviour and lowers withdrawal behaviours. Employees therefore tend 
to be more loyal to the organisation and participate in co-operative behaviours 
when employees have high levels of perceived organisational support. In contrast, 
lack of perceived support could motivate employees to consider leaving the 
organisation. (Edwards 2009:93). 
 
Employees who invested more in their organisation, but failed to receive 
proportionate returns on their investment exhibit lower organisational commitment 
from a social exchange perspective. (Ladebo 2009:47). Moideenkutty et al. 
(2001:620) state that procedural justice, distributive justice, communication 
satisfaction with supervisors and managers and co-operative employee-
management relationship climates are positively related to perceived 
organisational support which in turn leads to organisational commitment. The 
above variables affect organisational commitment when employees perceive that 
they are valued by the organisation.  
 
4.2.1.3 Workplace culture 
 
Workplace culture has become increasingly considered as both an impediment to 
change and an essential element of organisational success or failure (Brooks 
2009:270). Workplace culture can be defined as a set of values, beliefs and 
behaviour patterns that form the core identity of organisations and help in shaping 
an employee‟s behaviours. Workplace culture is also a pattern of beliefs, symbols, 
rituals, myths and practices that have evolved over time in an organisation. 
Furthermore, workplace culture can be defined as a pattern of basic assumptions 
developed by a given group as it learns to cope with its problem of external 
adaptation and internal integration. These assumptions are then taught to new 
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employees in the organisation as the correct methods to think and feel in relation to 
those problems. (Rashid et al. 2003:711).  
 
According to Kreitner and Kinicki (2001:73), one of the functions of organisational 
culture in the workplace is that organisational culture facilitates collective 
commitment. By having an organisation that employees are proud to be apart of 
results in high tenure levels of employees, as employees are given the opportunity 
to grow their careers. 
 
Previous research on corporate culture has also shown that it has a strong 
relationship with financial performance as well as long term economic 
performance. Those organisations with cultures that emphasise all the key 
managerial constituencies (customers, stockholders and employees) and 
leadership from managers at all levels out-perform organisations that do not have 
these cultural traits in place. Corporate culture is believed to be more important in 
determining the success or failure of organisations in the next ten years. On the 
one hand, a positive corporate culture can provide immense advantages to an 
organisation, giving it a leading competitive edge over other organisations in the 
same industry. On the other hand, a negative culture in an organisation can have a 
negative impact on the organisation‟s performance as it can prevent the 
organisation from adopting the required strategic or tactical changes. (Rashid et al. 
2003:711). 
 
Rashid et al. (2003:712) reveal that a previous study was carried out on the 
relationship between corporate culture and market orientation in India and 
Japanese organisations. Four types of corporate culture were investigated. These 
included competitive culture, entrepreneurial culture, bureaucratic culture, and 
consensual culture. With regards to the competitive culture, values relating to 
demanding goals, competitive advantage, marketing superiority, and profits were 
emphasised. In the entrepreneurial culture, emphasis was on innovation, risk 
taking, high levels of dynamism, and creativity. The bureaucratic culture focused 
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on values such as formalisation, rules, standard operating procedures, and 
hierarchical coordination. In the consensual culture, loyalty, personal commitment, 
extensive socialisation, teamwork, self-management, elements of tradition and 
social influence and these were deemed as important organisational values. The 
results indicated that entrepreneurial culture was a more important predictor of 
good performance for Indian organisations, while the competitive culture was more 
of an important predictor for Japanese organisations. The study also showed that 
entrepreneurial and competitive cultures perform better than consensual and 
bureaucratic cultures. (Rashid et al. 2003:712). 
 
Furthermore the research indicated that corporate culture is also related to 
organisational strategy. Organisations that pursue the prospectors‟ strategy tend to 
have a development culture, and those organisations with a defensive strategy 
tend to have hierarchical culture. Another element what was explored is the 
relationship between organisational culture and job stressors, and the study found 
that executives working in a constructive culture reduced role stressors in their 
working environment (Rashid et al. 2003:712). Organisational culture therefore 
plays an essential role in supporting organisational success, and this could only be 
achieved by assuring an appropriate culture being developed in the organisation 
that is in line with management values, attitudes and behaviours. (Rashid et al. 
2003:712). 
 
According to Padma and Nair (2009:34), organisational culture has the ability to 
influence employees‟ work effort and commitment directly through cultural values 
and beliefs, and indirectly through human resources practices. It is said that this 
theoretical association between organisational culture and organisational 
commitment suggests that organisational commitment is an outcome of 
organisational culture in the workplace. 
 
Rashid et al. (2003:716) also detected that there is a relationship between 
corporate culture and organisational commitment. In the study, corporate culture 
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and organisational commitment were shown to have an effect on organisational 
performance. The financial performance indicators used in the study were 
profitability and liquidity ratios: return on assets (ROA), return on investment (ROI) 
and the current ratio. These results have important implications for management 
development, especially in relation to human resource development and motivation 
for employees. For certain types of corporate culture, certain types of the 
organisational commitment models are appropriate in the organisational setting 
than others. Therefore, there is a match between the type of organisational culture 
and the type of organisational commitment required to motivate employees in an 
organisation. The study identified that in order to motivate employees, it may be 
necessary to determine the cultural type first, and then prescribe the appropriate 
commitment type to be emphasised in an organisation. For example, in the 
consensual culture, top managers need to emphasise affective commitment in 
developing their key personnel so that they can perform effectively in their 
managerial work or organisational work setting.  
 
Rashid et al. (2003:716)‟s findings can assist management in several ways: 
 
 Management need to know and have a better understanding of the type of 
culture prevalent in their organisation, and then assess strengths and 
weaknesses of such cultures in their organisational setting. Management 
may need to shape and develop corporate cultures that are more beneficial 
to employees and the organisational setting, as corporate culture seems to 
have an impact on employees‟ behaviour. 
 Management can then determine the type of employees that are required to 
match with the organisational culture and that are appropriate for assigned 
managerial work.  
 Management can motivate employees with the appropriate type of 
commitment required to enhance superior performance in an organisation. If 
an organisation has a bureaucratic culture, then there is a need to change 
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the culture and select an appropriate commitment type for employees in the 
organisation. 
 
Management style, organisational support and workplace culture are the attributes 
that make up the work environment variable. Research regarding management 
style, organisational support and workplace culture shows strong correlations with 
organisational commitment. However this relationship has not been investigated in 
the automotive industry environment, thus the researcher is carrying out this study. 
The relationship can be hypothesised as follows: 
 
H01: There is no relationship between work environment, (as measured by the 
management style, organisational support and workplace cultures) and 
organisational commitment in the automotive industry. 
 
4.2.2 JOB CONSIDERATIONS 
 
The job considerations of the study are mentoring, job security and career 
development. These variables will be discussed in depth in this section  
 
4.2.2.1 Mentoring 
 
Mentoring is interpersonal exchange between a supervisor or senior employee 
(mentor) and a less experienced junior employee (protégé) whereby the mentor 
provides support, direction, and feedback regarding career plans and the progress 
made by the protégé (Payne & Huffman 2005:158). Mentoring plays an essential 
role in the initiation and maintenance of an employee‟s socialisation into an 
organisation. Organisational socialisation is the process whereby new employees 
acquire attitudes, knowledge and behaviours that are required to participate as 
members of an organisation. One of the important mechanisms of socialisation is 
understanding and acceptance of the goals and values of the organisation. 
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According to Madlock and Kennedy-Lightsey (2010:44), most organisations are 
realising the benefits associated with mentoring relationships in the workplace, in 
which senior employees or supervisors with advanced experience and knowledge 
provide support and facilitate the upward progression of junior employees. Payne 
and Huffman (2005:159) state that affective commitment may help to explain why 
mentoring reduces turnover. This is because employees who share organisational 
goals and values tend to have greater levels of affective commitment which is 
inversely related to turnover. There are three potential reasons for the relationship 
between mentoring and affective commitment (Payne & Huffman 2005:159): 
 
 Mentoring promotes the acceptance of an organisation‟s values which 
promotes identification with the organisation. 
 Protégés are better able to cope with the stress of career management and 
therefore can hold more positive attitudes in the workplace such as 
commitment. 
 Mentors serve as role models, which results in respect between the protégés 
and the mentors that leads to positive work attitudes. 
 
Despite the possible positive outcomes related with mentoring, Madlock and 
Kennedy-Lightsey (2010:44) indicate that instead of mentoring relationships in the 
workplace, many supervisor-subordinate relationships are inundated by verbal 
aggressiveness, which leads to many negative outcomes. Verbally aggressive 
messages include character attacks, competence attacks, physical appearance 
attacks, malediction, mocking, sarcasm, threats, blasphemy, and non-verbal 
behaviours. Supervisors who are seen as verbally aggressive are less favourably 
valued by subordinates than verbally nonaggressive supervisors. Verbal 
aggression has been found to be the cause of physical violence, relationship 
deterioration and termination. Verbal aggressiveness therefore has an opposite 
effect on subordinates compared to mentoring. It is thus important that mentors 
build their relationships with employees in a non-aggressive way which leads to 
positive progression of subordinates. 
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According to Madlock and Kennedy-Lightsey (2010:56), subordinates who seek 
career support and guidance of a mentoring supervisor or senior employee may be 
deterred when supervisors are verbally aggressive. Mentors‟ abilities to stimulate 
positive relational affects via communication among their subordinates or junior 
employees enhance the impact of mentoring on feelings of job satisfaction. A study 
by Madlock and Kennedy-Lightsey (2010) indicates that communication 
satisfaction (non-aggressive communication) completely facilitates the association 
between mentoring and organisational commitment. When investigating the 
correlation between mentoring and organisational commitment, it seems mentoring 
alone is essential for shaping committed employees. However, after including 
communication satisfaction into the model, mentoring was viewed as no longer 
directly related to commitment. This illustrates that communication satisfaction is a 
key behaviour in mentoring in order to account for subordinate or junior employee 
organisational commitment. Supervisors and senior employees therefore have the 
ability to communicatively achieve satisfaction in the workplace. 
 
According to Payne and Huffman (2005:159), multiple types of mentorships have 
been investigated. These include formal and informal, supervisory and non-
supervisory, and alternative forms of mentoring. The construction of the mentor-
protégé relationship may influence the success of the mentorship in the 
organisation. Payne and Huffman (2005:159) state that there are three reasons 
why a supervisor mentor should create greater levels of organisational commitment 
than non-supervisory mentors: 
 
 The amount of mentoring provided by supervisors or non-supervisors is 
likely to differ. Subordinates or junior employees with supervisor mentors 
may receive more mentoring due to the close proximity between mentor and 
protégé. Furthermore protégés receive more mentoring functions when their 
mentors have direct supervisory responsibilities over them.  
 The unique perspectives of supervisory mentors allow their mentorship to 
indirectly contribute to the subordinate‟s affective commitment. Supervisor 
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mentors understand the needs and concerns of their protégés, facilitate 
identification with their organisations, have a direct influence in developing 
subordinates career plans and are able to impact on the subordinates‟ 
progression within organisations. 
 Supervisor mentors have a greater chance of engaging in diverse mentoring 
activities. They are likely to model successful managerial behaviours specific 
to the departments in which the supervisor and subordinate works. 
Furthermore, subordinates are given the opportunity to network with other 
higher level personnel within their organisation which may facilitate 
continuance commitment. 
 
Payne and Huffman (2005:160) add that mentors provide two primary sources of 
support to subordinates. These are career and psychosocial support. Career 
support involves training, giving protégés protection, providing challenging 
assignments, increasing employee exposure and visibility and direct sponsorships 
whereas psychosocial support includes serving as a role model, friend, and 
counsellor by providing positive acceptance. A protégé for example, in a 
mentorship may receive more concrete benefits from career mentoring than from 
psychosocial support. Therefore, there is a higher opportunity cost in leaving a 
career based mentorship than leaving a psychosocial support based mentorship. 
Protégés therefore have higher levels of affective and continuance commitment 
than non-mentored employees and are thus more committed to an organisation 
(Payne & Huffman 2005:165). 
 
4.2.2.2 Job security 
 
As stated earlier, job security can be explained as the process whereby an 
employee remains employed with the same organisation with no reduction of 
seniority, pay and pensions rights. Job security can also be described as the extent 
to which an organisation provides stable employment for employees (Yousef 
1997:184). In contrast, job insecurity has been described in many different ways, 
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however, the global view of job insecurity relates to people in their work context, 
who are concerned that they might lose their jobs and become unemployed 
(Buitenbach and De Witte 2005:27). Job insecurity can be explained as a 
discrepancy between the levels of security that employees experience and the 
levels that they might rather prefer in a job. Van Vuuren as cited in Buitenbach and 
De Witte (2005:28), describe job insecurity as the worry that an employee might 
have that his or her job might not remain with an organisation.  
 
Yousef (1997:184) states that the importance of job security for employees in an 
organisation stems from the fact that it is essential for influencing work-related 
outcomes. Job security, for example, is an important determinant of employee 
health, physical and psychological wellbeing of employees, employee turnover, 
employee retention, job satisfaction and organisational commitment within an 
organisation. According to Sora, Caballer, Peirỏ and De Witte (2009:126), job 
insecurity is highlighted as a work stressor with detrimental consequences for 
employees. The most frequent responses to job insecurity are impairment in job 
satisfaction and organisational commitment. As such, a low stress climate has a 
positive influence on work attitudes such as organisational commitment and job 
satisfaction. Employees who worked in teams with positive climates illustrate 
higher levels of organisational commitment and job satisfaction. Downsizing has 
been viewed as an important source of uncertainty regardless of whether or not an 
employee‟s job is threatened. (Sora et al. 2009:131). It is thus imperative that an 
organisation creates a climate in which employees feel secure as this leads to 
improved satisfaction and organisational commitment. 
 
Yousef (1997:185) reveals that previous studies examined the extent to which 
expatriate employees in Saudi Arabia are satisfied with the security of their jobs 
and the relationship between satisfaction with job security and continuance 
commitment. The findings illustrate that expatriates do not strongly express that 
they are satisfied with their job security and that the employee satisfaction with job 
security is positively correlated with continuance commitment. Another study 
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examined the impact of job insecurity on organisational commitment, job 
satisfaction, and job performance and it was observed that job insecurity results in 
reduced organisational commitment of employees and reduced satisfaction levels, 
but it has no influence on job performance (Yousef 1997:185). 
 
Yousef (1997:185) examined the role of satisfaction with job security specifically in 
predicting commitment and job performance in a multicultural non-Western 
environment. Furthermore he investigated the contribution of certain demographic 
variables such as culture, income, age, marital status, education level, job level, 
tenure, and organisational factors such as organisation‟s activity and ownership in 
illustrating variations in the levels of satisfaction with job security among 
individuals. The results of the study indicate that there is a significant positive 
correlation between satisfaction with job security and organisational commitment, 
as well as between satisfaction with job security and job performance. In other 
words, the more an employee is satisfied with his or her job security, the more 
committed the employee will be to the organisation and the better his or her 
performance will be. The results regarding the demographic factors indicated that 
an employee‟s age, education, marital status, income, job level, tenure and an 
organisation‟s activity significantly contribute to variations in satisfaction with job 
security among employees, whereas culture, number of children, and an 
organisation‟s ownership did not contribute to variations. (Yousef 1997:185). 
 
Job insecurity includes the fear of losing a job as well as the fear of losing the 
valued features of a particular job. According to Bhandari and Heshmati (2008:86), 
there are several attributes that influence job insecurity. These features include 
promotional opportunities, control over the workplace, the ability to complete the 
entire job, customary pay hikes and access to representation. A rise in job 
insecurity is also related to secure earning ability for sustainable living as well as 
the level of education. Higher levels of education result in lower levels of job 
insecurity.  
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There are also different organisational implications as a result of increased job 
insecurity. Insecure employees are more likely to be resistant to and oppose any 
changes being introduced within the workplace. As these employees become more 
stressed, organisational effectiveness and efficiency is reduced. (Bhandari & 
Heshmati 2008:87). 
 
4.2.2.3 Career development 
 
Investment in employee development refers to equipping employees with new 
knowledge and skills so as to allow employees to anticipate and be ready for new 
job requirements (Lee & Bruvold 2003:983). Appropriate human resource practices 
in an organisation are imperative as an organisation‟s human resources are critical 
to an organisation‟s success. According to Lee and Bruvold (2003:981), one of the 
most significant functions of human resource practice is employee development. 
Employee development is fundamental in developing and sustaining the 
capabilities of both employees and the organisation as a whole. Organisations in 
many countries are re-examining their employees‟ need for continuous 
development of skills, given the many changes that are taking place in workplaces. 
(Lee & Bruvold 2003:981). 
 
The central organisational strategy in pursuing innovation, adaptation and 
efficiency is the development of a flexible workforce. Organisations may develop 
employees under the umbrella of employment security or they may use hiring and 
disengagement, defined-term contracts, and outsourcing to meet changing needs 
for knowledge, skills and abilities. However, careers once thought to be secure, 
including those within the professional, technical and managerial classifications, 
are at risk. Employees are being encouraged to grow their career adaptability 
through a mixture of career resilience, development activities and networking in 
order to manage this risk. Career adaptability enhances employability both within 
the organisation and outside the organisation. The resulting changes in knowledge, 
skills and abilities of employees enables organisations to meet their changing 
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needs while retaining organisationally specific knowledge. The development of 
employees in terms of knowledge, skills and abilities gives employees more 
confidence that their investments will be rewarded. (Ito & Brotheridge 2005:5-6). 
 
It is thus fundamental that employees enhance their career adaptability and their 
employability within and outside the organisation. Job security occurs when an 
employee is able to adapt to change and take advantage of opportunities. 
However, the development of employees in terms of knowledge, skill and ability 
may result in increased voluntary turnover as employees become more qualified 
and accept employment opportunities in other organisations. (Ito & Brotheridge 
2005:7). 
 
Another risk that employees face is whether their returns such as promotions, 
salary gains and security, will justify the investments in knowledge, skills and 
abilities. In order for employees to accurately assess this risk, they must 
understand the pattern of investment that will be valued in the future. In internal 
labour markets, this type of risk is reduced since employees have time to alter their 
patterns of investment to fit organisational needs. (Ito & Brotheridge 2005:7). 
 
Proactive career development requires not only individual initiatives, it requires 
organisations to support employees by providing resources including training and 
development opportunities and job assignments that meet career objectives, as 
well as the feelings of personal growth. An example that is provided by Ito and 
Brotheridge (2005:9) indicates that corporate training and assignment to 
challenging jobs and projects serves to build essential skills and these are 
associated with perceptions of positive organisational support which are linked to 
affective commitment. 
   
Benson (2006:173) elaborates that organisations that cannot reasonably provide 
job security need to enhance the employability of employees through increased 
investments in organisation-financed employee development so as to ensure that 
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employees‟ skills are up to date and marketable if they are unexpectedly out of 
work. Therefore, employability policies are intended to retain committed employees 
when job security cannot be guaranteed. If an organisation can reduce the 
uncertainty of finding another job, then employees are more likely to feel committed 
and remain with the organisation. Benson (2006:174) states that organisational 
commitment and intention to turnover are essential as these are the implied goals 
of employability policies and will determine the employee‟s long-term viability. 
 
Employability is a growing perception among employees that they cannot count on 
their organisations for long-term employment. It is a promise to employees that 
they will have the skills to find new jobs quickly if their jobs are unexpectedly ended 
by the employer. Employability therefore replaces long-term employment security 
and employees are then free to develop organisational commitment and 
willingness to remain with the organisation providing the training. Organisations 
therefore increase investments through the development of employees under the 
assumption that it assists in retaining employees. (Benson 2006:175). 
 
Lee and Bruvold (2003:982) investigated whether there is a relationship between 
perceived investment in employee development and affective commitment, job 
satisfaction and continuance commitment and whether this has an impact on the 
intention to leave the organisation. Figure 4.4 graphically explains the structure of 
the study. 
 
Lee and Bruvold (2003:983) state that the different dimensions of organisational 
commitment namely, affective and continuance commitment may be related to 
investments in employee development. Meyer and Allen (1997) state that any 
situation or benefit that increases the cost of leaving an organisation, leads to the 
development of continuance commitment. Furthermore, those organisations that 
invest in employee development enable employees to perceive higher job security 
and greater satisfaction in the workplace which leads to higher levels of 
continuance commitment (Lee & Bruvold 2003:984). 
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According to Lee and Bruvold (2003:984), perceived investment in employee 
development may result in greater job satisfaction for the following reasons: 
 
 Employees may perceive the organisation providing the development 
programmes as signifying the organisation‟s concern for their long-term 
growth. 
 Perceived investment in employee development gives employees a greater 
sense of control over their careers by providing them with opportunities to 
renew old skills with new ones. 
 Making employee development programmes available to employees in an 
organisation enhances their perceptions about their employer and increase 
their overall positive feelings about the employer, which results in improved 
job satisfaction. 
 
Perceived investment in employee development may reduce the intention of 
employees to leave organisations for the following reasons (Lee & Bruvold 
2003:985): 
 
 Employees may compare their situation at work to that of their peers in other 
organisations that under-invest in employee development programmes 
thereby increasing the value of the organisation to the employees. 
 Low intentions to leave an organisation have been viewed as a means by 
which employees can repay their organisation developing their skills. 
 
In summary, the results of Lee and Bruvold (2003:989) suggest that perceived 
investment in employee development is positively correlated with affective 
commitment and job satisfaction but negatively correlated with continuance 
commitment and the intention to leave. Not all types of commitment are influenced 
by perceived investment in employee development. Employee development 
programmes create a perception that the organisation cares about the employees 
which leads to employees demonstrating attitudes which are in line with the 
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amount of commitment that the organisation has for them. Therefore, employees 
take cues from an organisation based on the level of development available which 
influences the formation and maintenance of affective commitment.  
 
According to Lee and Bruvold (2003:989), those employees who are given the 
opportunity to develop their skills and competence are more likely to create a 
greater sense of confidence and develop greater job satisfaction as a result of 
increased control of their employability. With regards to the intention to leave, the 
study suggested that employees who perceive that they had more training and 
development were more committed, more satisfied with their job and less probable 
to leave the organisation (Lee & Bruvold 2003:994). 
 
Investment in the development of employees offers an organisation a competitive 
advantage. This can be done by providing continuous learning for employees to 
develop current skills and obtain new ones which the employees can use to adapt 
to situations and perform effectively. (Lee & Bruvold 2003:983). Benson (2006:176) 
states that the development of employees has an impact on the attitudes of 
employees. Theories of employee development assume that employees who get 
involved in development plans will respond positively towards the organisation.  
Furthermore, many models have been developed on organisational commitment. 
However, this literature is based on a social exchange model of organisations in 
which an employee will look to respond in kind when he or she receives something 
of value, for example training and development. Benson (2006:176) indicates that 
employees perceive the provision of training by the employer to be a benefit along 
with pay and other fringe benefits. According to Lee and Bruvold (2003:983), 
development efforts by an organisation enhance employee retention, skills, morale 
and employee empowerments which in turn creates a greater strategic advantage 
in an organisation.  
 
Studies of actual development involvement have also found positive relationships 
between development and employee attitudes. According to Benson (2006), a 
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study analysing training time spent in four categories of development discovered 
that organisational commitment was positively related with previous involvement in 
work-based development and required training courses. In summary, these studies 
suggest that employee development activities such as company classes, on-the-
job training and tuition-reimbursement opportunities are likely to be seen as 
benefits provided by the organisation and are positively correlated with 
organisational commitment. 
 
Another benefit of employee development activities is that by offering particularly 
good employee development benefits, current jobs become more attractive than in 
other organisations. Studies show that employees are less likely to leave an 
organisation if it means giving up a significant benefit (Benson 2006:176). 
Participation in organisational training, on-the-job training and tuition-
reimbursement affects turnover intentions if employees have greater access to 
development that they would have at other organisations. Benson (2006:176)‟s 
study found that organisations that offer tuition-reimbursement programmes 
reported lower turnover when compared with similar organisations without tuition-
reimbursement programmes, which suggests that involvement in development 
activities, can also lead to reduced intention to quit jobs. 
 
The human capital theory suggests that enhancing general skills that are valuable 
across a wide range of organisations increases external job opportunities as well 
as the likelihood that employees will market their skills elsewhere. According to 
Benson (2006:177), organisations view formal training as highly organisation-
specific and training received from schools through tuition-reimbursement as more 
general. This indicates that employees are likely to see the skills developed 
through tuition-reimbursement as more marketable than those gained through on-
the-job training or company classes. Once an employee earns a degree through 
tuition reimbursement, he or she has new skills and credentials that may not be 
used in their current job but in other organisations. Regardless of an employee‟s 
affective commitment to an organisation, he or she might have to look outside the 
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current position in order to find the best returns on his/her new skills. (Benson 
2006:177). This poses a challenge for management as they need to find ways to 
retain employees in an organisation. Organisations have realised the potential for 
losing employees once they achieve a qualification through tuition-reimbursement 
and have instilled policies authorising employees to remain with the organisation 
for a certain length of time or bear the cost of the tuition-reimbursement. 
 
Earning a degree therefore increases the opportunities for employees to leave the 
organisation in search for jobs that better suit their qualifications. This poses a 
serious problem for organisations seeking to use tuition-reimbursement 
programmes as a means to retain employees. However, the attractiveness of other 
jobs in the market depends heavily on how the organisation responds once an 
employee achieves a qualification. Receiving a promotion after earning a degree 
reduces the likelihood of turnover substantially. (Benson 2006:178). 
 
The results of this section indicated that there is a strong correlation between the 
attributes, mentoring, job security and career development and organisational 
commitment. However, career development was found to have an influence on 
affective commitment and not continuance and normative commitment. These 
relationships have not been investigated in the automotive industry environment 
and accordingly can be hypothesised as follows: 
 
H02: There is no relationship between job considerations, (as measured by 
perceptions of mentoring, job security, and career development) and 
organisational commitment in the automotive industry. 
 
4.2.3 PERSONAL CONSIDERATIONS 
 
Personality and personal value are the attributes which form part of personal 
considerations. Each of these attributes will be discussed in the following section.  
 
103 
 
4.2.3.1 Personality 
 
According to Brooks (2009:42), personality can be defined as specific 
characteristics of an individual employee which may be open or hidden and 
determine either commonality or differences in behaviour in an organisation. This 
suggests that personality affects other people in an organisation through 
interaction and it also affects the extent to which employees are a positive or a 
negative force in the organisation.  
 
According to Furnham and Bramwell (2006:69), there have been vast amounts of 
research focused at the antecedents of employee absenteeism; however, not 
many studies have focused on the effects of personality traits on absenteeism. It is 
therefore necessary to identify personality traits that could be integrated into a 
model of absenteeism, allowing employers to predict absence taking behaviour to 
be predicted in the workplace. This reduces absenteeism as well as unnecessary 
costs and disturbances for employers in the workplace. The results of the study 
indicate that specific personality traits influence absence taking behaviours. 
Furthermore, Furnham and Bramwell (2006:69) state that past research has shown 
that extraversion and conscientiousness are the most influential and reliable 
predictors of work-related behaviours. The study found that extraversion was a 
significant predictor of absence but it did not support the fact that 
conscientiousness predicts absenteeism in an organisation. The identification of 
personality traits that determine absenteeism shows that there is a possibility to 
use measures of such traits to select applicants for employment. Organisations will 
be able to take measures to reduce absenteeism of employees when considering 
applicants personality dispositions which could possibly result in a financial saving 
for the organisation. (Furnham & Bramwell 2006:74). 
 
Many organisations give employees the opportunity to increase team effectiveness 
through workshops and cross-training. If supervisors and managers have the ability 
to determine an employee‟s capacity to work effectively in a team environment, the 
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organisation can hire employees who are more effective team members. Members 
of a team can be described by their personality traits, such as dependability, 
flexibility and cooperativeness. (Bernstein, Radosevich, Clesca & Masco 
2008:205).  
 
Bernstein et al. (2008:205) used the Big Five personality framework to predict the 
association between team member personality traits and team effectiveness 
focusing on teamwork and decision-making. The Big Five trait dimensions are 
emotional stability, extraversion, openness, agreeableness and conscientiousness, 
and can be organized in a hierarchical model to illustrate how the primary aspects 
are relevant to team effectiveness. According to Kumar and Bakhshi (2010:31), the 
five factor model served as a valuable framework in assessing the dispositional 
sources of organisational commitment. Kumar and Bakhshi (2010:31)‟s, research 
however indicates the following. 
 
 There is a negative relationship between openness and normative and 
continuance commitment. It is speculated that this is so because those 
individuals who are high on openness may not value things that are often 
valued, such as organisational investments, formal and informal rewards, 
which generally tend to bind individuals to an organisation. 
 There is a positive relationship between continuance commitment and 
conscientiousness. This is due to conscientiousness being related to self-
discipline, dutifulness and generalised work-involvement tendencies which 
provides increased opportunity for an employee to obtain formal and 
informal work rewards. These rewards lead to an increase in cost associated 
with leaving the organisation and heightened levels of continuance 
commitment. 
 Extraversion emerged as the most consistent predictor, relating to all three 
forms of commitment. Extraversion has a positive association with all three 
forms of organisational commitment. 
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 There is a positive relationship between agreeableness and normative 
commitment only. This is because agreeableness is related to getting along 
with other staff members in a pleasant and satisfying manner, which directly 
relates to emotional warmth. 
 Emotional stability (Neuroticism) was found to have a negative association 
with affective commitment, but a positive relationship with continuance 
commitment together with a positive but non-significant relationship with 
normative commitment. Emotional stability has been found to be inversely 
related to important work outcomes such as job performance and job 
satisfaction.   
 
4.2.3.2 Personal value 
 
Personal life values are the beliefs or standards that individuals use to assess and 
define actions and events throughout the multiple domains in their lives (Hyde & 
Weathington 2007:153). Abbott, White and Charles (2005:531) state that values 
are desirable, trans-situational goals that vary in importance and serve as guiding 
principles in employees‟ lives. Values are drivers of workplace behaviour. Shim, 
Lusch and O‟Brien (2002:68) define value as an enduring belief that a particular 
mode of conduct or end-state of existence is personally or socially preferable to an 
opposite mode of conduct or end-state of existence. According to Posner 
(2010:535), values are essential elements of an organisations culture and 
leadership. Values influence both individual and organisational performances. 
Values have been associated with organisational commitment, job satisfaction, 
trust turnover, person-organisation fit, readiness to organisational change and 
performance in the workplace. Posner (2010:535) elaborates that the alignment 
between one‟s personal values and those of the organisation results in positive 
work attitudes and organisational outcomes. Values can be personal, professional, 
organisational, or societal. They are all interrelated and provide the foundation for 
the purpose and goals of an organisation.  
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The tasks performed by employees in the workplace are all observable behaviours, 
although each of these behaviours have different consequences throughout an 
organisation, because each and every behaviour that is undertaken by employees 
begin with a decision. An employee‟s decision is based on personal attitudes, 
beliefs and value systems that the particular employee holds. Behaviours that 
result and that are observed in an organisation are the actions that originate from 
cognitive processes that the external world cannot see. The background of an 
individual employee includes race, gender, family, religion, socioeconomic status, 
politics, society and the events that shape and form the mind which begin in the 
early stages of the individual‟s life. In order to understand the observable and non-
observable nature of humans in the workplace and ultimately assess why 
employees act in a certain ways, researchers must measure both attitudes and 
values of these employees. (Hyde & Weathington 2007:153). 
 
According to Hyde and Weathington (2007:153), there are four main areas where 
people place personal life values. These include one‟s self, the family, the 
workplace, and one‟s religion. It is noted that people tend to know what is important 
to them and they list their values in varying degrees of importance. For example, a 
high value of work indicates that individuals will find worth in their workplace and 
put more emphasis on it whereas a high value of self indicates that an individual‟s 
focus is the self. A study by Hyde and Weathington (2007:154) distinguished 
between terminal values and instrumental values. The terminal values included the 
desirable end states of existence, whereas instrumental values were the desired 
modes of conduct that serve as guiding principles for behaviour. It is essential to 
understand people‟s values so that individuals can align their attitudes or actions 
with their personal value system. The results of the effects of organisational 
commitment with the value that employees place on self, family, work and religion 
indicated the following. All four of these personal life values had low but positive 
relations with affective commitment. There was a highly negative correlation with 
continuance commitment and work and family. There was a positive relationship 
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between normative commitment and the personal life value of family. (Hyde & 
Weathington 2007:171). 
 
Hyde and Weathington (2007:157) demonstrated how work is a subset of the 
personal life value system. The study presented a framework of personal values 
that combined both life values and work values. Three facets define personal 
values, namely value modality, focus and life area. 
 
 Value modality is the dominant type of value that an individual employee 
holds. This can be broken down into three subcategories, namely, material 
values (placing importance on tangible items), affective values (placing 
importance on interpersonal relationships), and cognitive values (placing 
importance on personal internal thoughts, opinions, beliefs and 
considerations). 
 Focus values are those that lead to a tangible and clear conclusion, whereas 
diffuse values are broader in nature and have abstract outcomes that are 
hard to measure. 
 Life area is the whereabouts of the value in the life sphere. There are two 
types of life areas. These include work and life. Work is a more specific area 
and life is more inclusive and explains home-life and family values. The 
study found that work values fall within the much larger personal life values 
domain. 
 
The values that employees believe the organisation holds, predicts employees 
levels of commitment. However, it is important to note that different value types 
predict different commitment components (Abbott et al. 2005:532). According to 
Abbott et al. (2005:533), affective and normative organisational commitment were 
higher when employees perceived the organisation to have values of humanity, for 
example, courtesy and cooperation, and vision, for example, creativity and 
openness. The results of the study undertaken by Abbott et al. (2005:540) indicate 
that organisational values of humanity and vision are positively related to affective 
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and normative organisational commitment. On the other hand, the personal values 
of humanity and vision made no significant contribution to any of the components 
of organisational commitment. Personal values of conservatism were linked to 
components of organisational commitment but not steadily across organisations 
used in the study. 
 
Similarities between organisational values and individual values are best explained 
in the value-congruency model. Where there are differences or gaps between 
organisational values and individual values, attitudes will be formed which reduce 
motivation, obstruct performance and result in greater levels of dissatisfaction, 
turnover and stress in the workplace. It is thus in the best interests of individuals 
and organisations to attract and retain employees with values that are closely 
aligned. (Posner 2010:536). Those individuals who reported the greatest levels of 
personal values congruency and organisational values clarity have the most 
favourable work attitudes. 
 
Personal values are known to impact on leadership effectiveness, strategic choices 
and leadership orientations. However, the specific manner in which broad 
categories of personal values influence leadership functions is still unknown. Shim 
et al. (2002:68) indicate that most leaders in organisations display various 
leadership functions, but to a different degree. These variations in functions may 
result from differences in values and motives of the leaders. Those leaders who 
display strong task-oriented leadership are expected to have high desire for 
accomplishment and are rational, analytical and conclusive in information and 
decision-making processes. Those leaders with high people oriented leadership 
styles are expected to have a desire for affiliation and their decision making is 
characterised by participation. Leaders with high adaptive leadership are expected 
to have a desire for growth, stimulation and development. These leaders are 
flexible and creative in decision making. 
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Previous research has therefore illustrated that personality and personal value are 
associated with organisational commitment. However this relationship has not 
been investigated in the automotive industry environment and accordingly can be 
hypothesised as follows: 
 
H03: There is no relationship between personal considerations, (as measured by 
personality and personal value) and organisational commitment in the 
automotive industry. 
 
4.2.4  SOME INFLUENCES AND OUTCOMES OF ORGANISATIONAL COMMITMENT 
 
According to Coetzee (2005:1), no organisation can perform at peak levels unless 
each employee is committed to the organisation‟s objectives and works as an 
effective team member. Furthermore, the appointment of talented employees is 
crucial, but of even greater importance, is the organisation‟s ability to create a 
committed workforce. Meyer and Allen (1991, 1997) suggest that affective 
commitment is a more efficient measurement of organisational commitment. 
Benson (2006:176)‟s findings, for example, suggest that the number of training 
events experienced by nurses in five hospitals were positively correlated to 
affective commitment. As such, those employees with strong affective commitment 
would be more performance driven and make more meaningful contributions 
towards organisations than those employees who expressed continuance or 
normative commitment. Furthermore, there was a highly negative correlation with 
continuance commitment and work and family and a positive relationship between 
normative commitment and personal life values of families. (Hyde & Weathington 
2007:171). 
 
Job satisfaction is said to have the greatest impact on organisational commitment, 
and supervisors and managers should find ways to improve this factor in order to 
increase the commitment of employees in an organisation. Supervisors and 
managers, for example, should provide performance appraisals, reward systems or 
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benefits in order to enhance the satisfaction of employees. However, performance 
appraisal systems need to be perceived as fair by employees in order for it to have 
an effect on employee commitment. (Nehmeh 2009:6). According to Camp (1994), 
not all researchers agree that job satisfaction and organisational commitment is 
useful in predicting organisational behaviour such as turnover, motivation and job 
involvement. However, job satisfaction has more flaws as it lacks behavioural 
referents whereas organisational commitment expresses behavioural intentions 
such as remaining with an organisation and therefore is more influential in an 
organisation. 
 
Payne and Huffman (2005) suggest that when a supervisor of an organisation 
performs the role of a mentor, the protégé may have positive feelings for the 
organisation as a result of that relationship. It is said that supervisory support has a 
positive relationship with employee affective commitment in the organisation. 
According to Payne and Huffman (2005) the extent to which mentoring facilitates 
organisational commitment depends on the type of support a protégé receives. For 
example, if career related advice is specific to the organisation where the 
employee resides, such mentoring is likely to encourage commitment to that 
organisation. 
 
4.3 THE MODELLED OUTCOMES OF ORGANISATIONAL COMMITMENT 
 
This section focuses on the dependent variables of the study. These variables 
include employee motivation and job involvement. 
 
4.3.1 EMPLOYEE MOTIVATION 
 
According to Ryan and Deci (2000:54), the term “motivated” means to be moved to 
do something. A person who is energised or activated toward an end is considered 
as a motivated individual. Employees in an organisation do not only have different 
amounts of motivation but also different types of motivation. Employees vary in 
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levels of motivation as well as in the orientation of motivation. Orientation concerns 
the attitudes and goals that give rise to employee action.  
 
According to the Self-Determination Theory, distinction between the different types 
of motivation is done by focusing on the various reasons or goals that give rise to 
an action. The two most basic types of motivation are extrinsic and intrinsic. 
Extrinsic motivation is a concept that pertains whenever an activity is done in order 
to obtain a specific outcome. Intrinsic motivation, on the other hand, refers to doing 
an activity for its inherent satisfactions rather than for some distinguishable 
consequence. (Ryan & Deci 2000:55). According to Nelson (n.d.), intrinsic 
motivation is positively correlated to people when they attribute their motivation to 
internal sources whereas extrinsic motivation is correlated to belief in an external 
source for employee behaviour. Ryan and Deci (2000:58) state that positive 
performance feedback enhances intrinsic motivation and negative performance 
feedback diminishes intrinsic motivation within the workplace. Furthermore, threats, 
deadlines, directives and competitive pressures reduce intrinsic motivation in the 
workplace. This is due to the fact that employees experience these factors as 
controllers of their behaviour. Therefore if an employee receives positive feedback 
that is not considered controlling then it would likely add to an individual‟s 
perceived competence and have a positive effect on his or her intrinsic motivation 
(Nelson (n.d.)). Choice and the opportunity for self-direction within an organisation 
will also enhance intrinsic motivation.  
 
It will always remain an issue to find and retain the best employees for 
organisations, especially during times of economic growth. The best starting point 
in any organisation to motivate and retain employees is to allow employees to 
voice their own opinion and contribute in decision making processes of the 
organisation. Staff incentives need to be carefully considered and varied according 
to cultural expectations. Young employees also need to feel valued and must be 
provided with clear career paths. It is also essential to have a structured mentoring 
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process in place as this can assist in providing guidance to young employees. 
(Feeling valued is the best motivation 2008:30). 
 
Identifying and researching the attitudes that employees hold about the factors that 
motivate them to work efficiently is fundament to create an environment that fosters 
employee motivation. Employee performance is determined by the person‟s ability, 
the work environment and motivation. An employee‟s ability can be improved 
through training and development and the environment can be adapted to better 
suit higher performance. However, if motivation is the underlying problem, then the 
solution is a lot more complex and challenging. In order to resolve such a problem, 
management needs to obtain the information from the employees. It is important to 
identify what motivates and sustains their desire to work in an organisation. What 
motivates a manager might not motivate employees too. (Wiley 1997:266). 
 
Wiley (1997:263) states that there are three assumptions guiding contemporary 
research on employee motivation in the workplace. These assumptions include the 
following: 
 
 Motivation is inferred from a methodical analysis of how personal, task and 
environment characteristics influence behaviour and job performance. 
 Motivation is not a fixed trait and results from the influence of personal and 
situational factors. Therefore, motivation may change when a person‟s 
personality changes for example.  
 Motivation affects the behaviour, rather than the performance of an 
employee. 
 
It is an investment in employee excellence which encourages, empowers, supports 
and motivates the employees to realise their full potential in the workplace.  
 
Commitment plays an important role in motivation. Research done by Mahal 
(2009:46) shows that there is a positive relationship between employee 
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commitment and the organisational motivation. Therefore, if the employer shows a 
large amount of commitment in the organisation then the employees will exert a 
higher level of motivation. The result is a more productive workforce. Moreover, 
Mahal (2009:46) states that organisational culture is found to be an essential 
determinant in raising the motivational level of employees in an organisation, 
thereby improving the performance.  
 
Previous research has therefore illustrated that relationships exist between 
employee commitment and employee motivation as well as between organisational 
culture and employee motivation. However this relationship has not been 
investigated in the automotive industry and can therefore be hypothesised as 
follows: 
 
H04: There is no relationship between organisational commitment and employee 
motivation in the automotive industry. 
 
4.3.2 JOB INVOLVEMENT 
 
According to Elias and Mittal (2011:307), job involvement refers to an employee‟s 
level of psychological identification with a specific job in which he or she is actively 
engaged in.  
 
The research by Rotenberry and Moberg (2007:207) reveals that several studies 
have examined the causal link between job involvement and organisational 
commitment through the use of social exchange theory as an explanatory 
framework. Furthermore, the research of Cohen (1999) as cited by Rotenberry and 
Moberg (2007:207) supported the important status of job involvement as an 
antecedent to organisational commitment. Those individuals with high levels of job 
involvement, which stem from positive experiences on the job, make attributions for 
these experiences to the organisation. High job involvement employees feel 
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obliged to reciprocate in the form of greater affective commitment to the 
organisation which leads to increased in-role performance and behaviour. 
 
According to Carmeli (2005:459), the ultimate determinant of job involvement is the 
value of one‟s work in life. Therefore, those employees with strong work ethic 
levels should devote a significant amount of time and involvement to their jobs. 
Those employees with a strong work ethic level are not only likely to be more 
involved in the organisation but will also have a strong normative commitment. 
Furthermore, Carmeli (2005:459) states that strong normative commitment 
translates into a high job involvement because employees will invest efforts to 
meet beliefs regarding loyalty expectations.  
 
Previous research has also explored the construct of job involvement from two 
different perspectives. Firstly, when viewed as an individual difference variable, job 
involvement is believed to result when the possession of certain needs, values or 
personal characteristics influence individuals to become more or less involved in 
their jobs. For example, literature on job involvement shows that individual 
(personal) characteristics such as age, education, gender, marital status, tenure, 
need strength, level of control and values are associated with job involvement. The 
second perspective views job involvement when certain types of jobs or 
characteristics of the work situation influence the degree to which an employee 
becomes involved in a job. For instance, previous research has illustrated that job 
involvement has been related to job characteristics such as autonomy, task 
significance, skill variety, feedback and task identity as well as supervisory and 
managerial behaviours such as leader consideration, participative decision making 
and amount of communication. (Chughtai 2008:169). 
 
By re-structuring or re-designing jobs through the incorporation of job 
characteristics as mentioned above, supervisors and managers can make jobs 
more meaningful, challenging and interesting for employees which in turn can lead 
to higher job involvement within an organisation. Furthermore, work environments 
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that provide feedback on the work completed, maintain clear and consistent 
behavioural norms, offer controlled methods on accomplishing work, provide a 
sense of meaningfulness to an employees work, and offer opportunities for 
personal growth and development in an organisation are favourable for job 
involvement. (Chughtai 2008:179). According to Blau (1986) job involvement and 
organisational commitment represent two related but distinctively different work-
related attitudes. However, due to the fact that organisational commitment is one of 
the most important determinants of turnover intentions of employees, it is important 
to investigate job involvement of employees within the automotive industry as well 
as the role of involvement in influencing their quality of work life.  
 
Previous research regarding the link between job involvement and organisational 
commitment has revealed positive relationships. However, no research has 
focused on the relationship between organisational commitment and job 
involvement in the automotive industry, it can therefore be hypothesised that:  
 
H05: There is no relationship between organisational commitment and job 
involvement in the automotive industry.  
 
4.4 SUMMARY 
 
Chapter four focused on all the independent variables of the study. These variables 
include work environment, job considerations and personal considerations. Each 
attribute of the independent variables were investigated in order to assess whether 
relationships exist between the attribute and organisational commitment. As shown 
by literature above, management style illustrated no relationship with 
organisational commitment. It is however important to note that a manager has a 
dominant interactive style that is illustrated in how the manager works, interacts 
and communicates with other people. The reason why a manager would be 
appointed into a certain position within the organisation is because the 
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management style of the manager would be more appropriate to that position in 
the organisation. 
 
Organisational support permits the fulfilment of employees‟ social-emotional needs, 
thus producing a sense of belongingness, involvement and social identity within the 
organisation. This enhances the employees‟ commitment to an organisation. 
Organisations which provide high levels of support, increase job satisfaction by 
minimising conflict and stress within an organisation. High job satisfaction leads to 
higher commitment levels of employees. Workplace culture has become 
increasingly considered as both a barrier to change and an essential element of 
organisational success or failure. Organisational culture has the ability to influence 
employees‟ work effort and commitment directly through cultural values and 
beliefs, and indirectly through human resources practices. With regards to 
mentoring, assisting employees with professional guidance and psychosocial 
support is essential for shaping organisational commitment. Protégés adopt 
positive feelings for an organisation when a supervisor performs the role of a 
mentor. A satisfied employee is also a committed and performance driven 
employee. These outcomes can be achieved through organisations providing job 
security to its employees. Results regarding the demographic factors specified that 
an employee‟s age, education, marital status, income, job level, tenure and an 
organisation‟s activity significantly contribute to variations in satisfaction with job 
security among employees.  
 
Career development illustrated that with the development of employees‟ skill levels 
comes the risk of employees resigning. However, the risk of long-term employment 
security is reduced as employees feel that they are important to the organisations 
success. Therefore, the employees become more committed and remain with the 
organisation. Personality affects other people in an organisation through interaction 
and it also affects the extent to which employees are a positive or a negative force 
in the organisation. The four personal life values, namely, self, work, religion and 
family, illustrated low but positive relations with affective commitment in an 
117 
 
organisation. Employees‟ levels of commitment are predicted by the values that 
these employees believe the organisation holds. However, it is important to note 
that different value types predict different commitment components. 
 
Literature therefore suggests that most of the attributes within the independent 
variables have some sort of influence on the commitment levels of employees in an 
organisation. However, further research is required in order to identify whether the 
relationships also exist in the automotive industry. The chapter also focused on 
important research findings as well as the challenges and benefits of certain 
attributes to an organisation. Employee motivation and job involvement, which form 
the dependent variables of the study, were also discussed in Chapter Four. Focus 
was given on the factors which influence these variables in the workplace. A highly 
motivated and involved workforce is a pre-requisite to success of any organisation, 
whether in the automotive industry or not. Organisations need to therefore be fully 
aware of the factors which may foster or hinder the levels of employee motivation 
and job involvement.  
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CHAPTER FIVE 
 
RESEARCH METHODOLOGY 
 
5.1 INTRODUCTION  
 
As illustrated in chapter one of the study, the primary objective of this study is to 
identify factors which influence organisational commitment as well as to investigate 
whether organisational commitment and different types of employment contracts 
can increase employee motivation and job involvement in the automotive industry. 
Therefore, in order to achieve the primary objective of the study, chapter five is 
created to explain the research design and methodology of the empirical 
investigation.  
 
Chapter five begins with a discussion of the research design, sample selection, 
questionnaire design and statistical methods employed in the study. The chapter 
also focuses on the biographical findings of the respondents.  
 
5.2 RESEARCH DESIGN AND METHODOLOGY 
 
The purpose of this section is to explain the design of the study in terms of the 
research approach used, as well as the methodology undertaken in the collection 
of the data. 
 
5.2.1 RESEARCH DESIGN 
 
Research design is a strategy that specifies the methods and procedures to be 
used in order to gather and analyse the required data (Zikmund 2003:65). Four 
basic research methods exist which can be implemented when selecting the 
appropriate research design. These consist of surveys, experiments, secondary 
data studies and observations.  
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A survey is a research technique in which data is obtained from a sample of people 
using a questionnaire. Surveys are one of the most common methods of gathering 
primary data. Experiments have the greatest potential for establishing cause-and-
effect relationships. They control conditions so as to allow one or more variables to 
be manipulated in order to test a hypothesis. Secondary data studies are studies 
whereby the researcher collects data from previous research on a similar topic. For 
example, in order to see the correlation between radio sales and personal income, 
data concerning projections of personal disposable income may be obtained from 
universities or government websites. Observations are techniques whereby 
behaviours are recorded without relying on reports from respondents. Direct 
participation from respondents is thereby reduced. (Zikmund 2003:67-69).  
 
The type of research used depends on the processes followed during research. 
Research can either be done quantitatively or qualitatively. Quantitative research 
focuses on research that can be observed and measured objectively. Quantitative 
research is a positivistic approach that studies observable human behaviour. 
(Welman, Kruger and Mitchell 2010:6-7). According to Collis and Hussey 
(2003:13), quantitative research concentrates on measuring phenomena 
quantitatively.  
 
In comparison, qualitative research is an approach where the research object 
cannot be separated from the individual who is experiencing the phenomenon 
(Welman et al. 2010:6-7). Qualitative research focuses on discovering meaning 
and new insights into phenomena without relying on numerical data. It is subjective 
as it involves examining views of humans though the investigation of social and 
human activities. (Collis & Hussey 2003:13). 
 
Quantitative research was conducted since the main objective of the study is  
testing of hypotheses so as to determine whether relationships exist between the 
independent variables (personal considerations, work environment and job 
considerations) and organisational commitment as well as whether organisational 
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commitment influences the dependent variables (employee motivation and job 
involvement). Secondary data was analysed and transformed into usable 
numerical data that was used to determine the relationships between the 
dependent and independent variables of the study. 
 
5.2.2 SAMPLE SELECTION 
 
It is important to illustrate the differences between a population and sample of a 
study. Zikmund (2003:369) states that the population is defined as any complete 
group of people, organisations, hospitals, university students, or a related group 
that share some set of mutual characteristics. A population is any specifically 
distinct set of people or collection of entities which is under investigation and has 
the same set of characteristics. (Collis & Hussey 2003:56; Zikmund, Babin, Carr & 
Griffen 2010:387). A sample, on the other hand, is referred to as a subset or some 
part of the population; it is the part of the population that will be studied. The 
population used in this study are employees in the automotive industry, more 
specifically, Volkswagen of South Africa, and the sample consisted of employees 
who were on permanent, fixed-term and temporary contracts.  
 
According to Watson (2004:22), sample size is important in quantitative research 
where statistical analysis is used to draw conclusions. A person may come to the 
wrong conclusion if a sample size is too small. More specifically, the person may 
miss the difference between two variables if he or she does not include enough 
people in the study. Therefore, an accurate and reliable sample of 260 employees 
involved in the automotive industry (Volkswagen of South Africa) was investigated 
from various contract types and the results were empirically tested. 
 
In summary, a sample is a small number of items or parts of a larger population 
which therefore gives concluding results about the entire population. The target 
population of this study thus includes employees involved in the automotive 
industry environment who are on permanent, temporary and fixed-term contracts. 
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A convenience sampling technique was used in the distribution of the 400 
questionnaires. According to McGoldrick, Hyatt and Laflin (1998) and Struwig and 
Stead (2001:111), the convenience sampling technique is cost efficient and easier 
to administer as it focuses on a sample whom the researcher can conveniently 
locate, hence it being used in this study. Due to the sensitivity of the research 
topic, other OEMs (Original Equipment Manufacturers) were reluctant to participate 
in the study. The researcher therefore accepted Volkswagen of South Africa as the 
only participant in the study and sought to obtain a 95% confidence level with a 
maximum range of error of five percent by targeting a large sample.  
 
Table 5.1 provides the demographic composition of the respondents of the study 
that have been used for statistical analysis. A total of 400 questionnaires were 
personally administered by the researcher and 260 were found to be usable. This 
indicates a response rate of 65%. All unusable questionnaires were inspected and 
coded with the purpose of ensuring that the data were accurate and consistent. All 
questionnaires were given a reference number making it easier for future 
identification. The reason for certain questionnaires‟ not being completed was as a 
result of time constraints of operators on the production line. This resulted in 
insufficient time available for completion of the questionnaires.   
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TABLE 5.1: COMPOSITION OF THE RESPONDENTS IN DEMOGRAPHIC 
TERMS 
Demographics Range N % 
Gender 
Male 
Female 
175 
85 
67 
33 
Age group (Years) 
<20 
20 – 29 
30 – 39 
40 – 49 
50 – 59 
60+ 
0 
86 
83 
56 
29 
6 
0 
33 
32 
22 
11 
2 
Population group 
Asian 
Black 
Coloured 
White 
Not willing to say 
5 
72 
70 
99 
14 
2 
28 
27 
38 
5 
Length of 
employment at VW 
0 – 5 
6 – 10 
11 – 15 
16 – 20 
21+ 
123 
49 
31 
15 
40 
48 
19 
12 
6 
15 
Total years of 
working experience 
0 – 5 
6 – 10 
11 – 15 
15 – 20 
21+ 
67 
43 
47 
30 
72 
26 
17 
18 
12 
28 
Employment status 
Permanent 
Temporary 
Fixed-Term 
183 
52 
25 
70 
20 
10 
 
The table indicates that 67% of the respondents were male and the majority of the 
respondents (65%) fell between the age groups of 20 and 39 years. The industry is 
therefore largely male dominated. A large portion of the respondents have been 
employed at Volkswagen of South Africa for less than 5 years and the total working 
years showed that the majority of the respondents fell either between 0-5 years or 
greater than 21 years. Of the total responses, 70% of the respondents were on 
permanent contracts, 20% were on temporary contracts and the remainder were 
on fixed term contracts.   
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5.2.3 QUESTIONNAIRE DESIGN 
 
Primary data on the employees involved in the automotive industry environment 
was collected using a self-constructed questionnaire which comprises of a five-
point Likert scale. Lietz (2010:261) states that five-point scales are preferable in 
situations where respondents are asked for absolute judgements; hence this study 
opted for the five-point Likert scale.  According to Zikmund (2003:312), this type of 
scale used in a questionnaire, is a measure of the attitudes developed. It allows 
respondents to illustrate how strongly they agree or disagree with statements that 
are carefully created and that range from very positive to very negative toward an 
attitudinal object. The questionnaire begins with a cover letter explaining the 
reason and purpose of the study. Two sections then follow the cover letter.  
 
Section A consisted of statements regarding the independent variables (personal 
considerations, work environment and job considerations), as well as the 
dependent variables (employee motivation and job involvement). Statements with 
regards to organisational commitment were also considered. Section A makes use 
of a five-point Likert scale and the degree of scale in this section of the 
questionnaire ranged from “strongly disagree‟ to “strongly agree” on a continuum of 
1 to 5, with 1= strongly disagree; 2= disagree; 3= neutral; 4= agree; and 5= 
strongly agree. The respondents had to indicate the extent to which they agree or 
disagree with the statements in the questionnaire. Section B consisted of general 
biographical data as well as the length of employment and type of employment 
contract of the respondent. More specifically, this section focused on gender, age, 
race, total working experience, type of employment and the length of employment 
at the current organisation. 
 
The questionnaires were distributed through the use of an online survey facility 
known as SurveyMonkey. The questionnaire was designed online and then 
distributed to permanent, fixed term and temporary employees within Volkswagen 
of South Africa. The respondents received a link via email which allowed them to 
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complete the questionnaire. The survey was conducted in a way which allowed the 
respondents to be anonymous and answer truthfully. For most of the temporary 
employees, access to an email facility was not possible as most of the temporary 
employees are operators on the production line. The researcher had to manually 
hand-out questionnaires to these employees. 
 
According to Lietz (2010:250), it is essential to create questions or statements as 
short as possible in order to increase respondents‟ comprehension. This was taken 
into account while creating the statements for the questionnaire. The objective of 
the questionnaire was to identify and investigate whether the personal 
considerations, work environment and job considerations have an impact on 
organisational commitment which in turn influences employee motivation and job 
involvement; as well as determine whether the type of employment contract they 
hold has an influence on the level of commitment, employee motivation and job 
involvement. 
 
The issues of reliability and validity were given special attention to when 
constructing the questionnaire items. According to Rattray and Jones (2007:237), 
reliability refers to the repeatability, stability or internal consistency of a 
questionnaire and it is essential to demonstrate this in the development of a 
questionnaire. Furthermore, Rattray and Jones (2007:237) state that one of the 
most common ways to determine whether a questionnaire is reliable is through the 
use of Cronbach Alpha correlation coefficients. This statistic makes use of inter-
item correlations to determine whether constituent items are measuring the same 
domain. According to Struwig and Stead (2001:130), reliability refers to the extent 
to which test scores are accurate, consistent or stable. It is fundamental to 
calculate a score‟s reliability before the validity is examined. Due to the fact that the 
respondents responded to items on a questionnaire which consisted of a five-point 
Likert scale, Cronbach Alpha correlation coefficients were calculated to address 
the problem of reliability and consistency. Cronbach Alpha correlation coefficients 
range from 0 to 1 and if the items on a questionnaire show good internal 
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consistency, Cronbach Alpha correlation coefficients should exceed 0.70 for a 
developing questionnaire or 0.80 for a more established questionnaire (Rattray & 
Jones 2007:237). 
 
Validity on the other hand, refers to the ability of a scale or measuring instrument to 
measure what it is intended to measure (Zikmund 2003:302; Rattray & Jones 
2007:238). According to Zikmund (2003:302) and Zikmund et al. (2010:307-308), 
there are three types of approaches to dealing with the evaluation of validity. These 
approaches include the following: 
 
 Face validity or content validity refers to the subjective agreement among 
professionals that a scale logically appears to illustrate accurately what it is 
intended to measure. It is generally agreed that clear and understandable 
questions have face validity, however, it becomes more difficult to measure 
face validity in regard to more complicated business phenomena. Therefore, 
due to the elusive nature of attitudes and other business phenomena, 
additional forms of validity are used. 
 Criterion validity refers to the ability of a measure to correlate with other 
measures of the same construct or established criteria. Criterion validity 
addresses the question, “How well does my measure work in practice?” 
Criterion validity can be classified as either concurrent validity or predictive 
validity, depending on the time sequence in which the new measure is taken. 
If for example the new measure is taken at the same time as the criterion 
measure and is shown to be valid, then the measure has concurrent validity. 
Predictive validity on the other hand, is recognised when a new measure 
predicts a future event. 
 Construct validity exists when a measure reliably measures and truthfully 
represents a unique concept. It consists of multiple components. These 
include content validity, face validity, criterion validity, convergent validity 
and discriminant validity. Construct validity implies that the empirical 
evidence generated from a measure is consistent with the theoretical logic 
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about the concepts. To achieve construct validity, the meaning of the 
measure must be established. This can be done through convergent validity 
and discriminant validity. Convergent validity exists when concepts that 
should be related to one another are in fact related. Highly reliable scales 
contain convergent validity. Discriminant validity exists when a measure has 
a low correlation with measures of dissimilar concepts. It occurs when a 
scale does not correlate too high with a measure of a different construct.   
 
For the purpose of this study, discriminant validity was conducted to assess the 
validity of the questionnaire.   
 
5.2.4 STATISTICAL METHODS 
 
The study made use of a statistical tool known as multiple regression analysis to 
analyse the data. According to Rubinfeld (2011:419) and Zikmund (2003:576), 
multiple regression analysis is used to understand the relationship between two or 
more variables. Multiple regression analysis involves a dependent variable to be 
explained as well as additional explanatory variables that are assumed to produce 
or be connected with changes in the dependent variable. The tool is well suited to 
the analysis of data about opposing theories in which there are numerous possible 
explanations for the association among a number of explanatory variables. The 
statistical tool makes use of a single dependent variable and several explanatory 
variables to assess the statistical data appropriate to the theories. (Rubinfeld 
2011:419).  
 
Furthermore, Rubinfeld (2011:421) explains that it is essential to differentiate 
between correlation and causality when interpreting the results of a multiple 
regression analysis. Correlation refers to when the events associated with the 
variables occur more frequently together than one would expect. An example of a 
positive correlation is when a higher salary is related to a greater number of years 
of work experience, and a lower salary is related to fewer years of experience. In 
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contrast, if a higher salary is associated with less experience and a lower salary is 
associated with more experience, then there would be a negative correlation 
between the variables. (Rubinfeld 2011:421). 
 
It is important therefore to note that a correlation between two variables does not 
mean that the one event causes the second to occur. It is also essential to avoid 
spurious correlation when making causal interpretations. When two variables are 
closely related but have no causal relationship due to both resulting from a third, 
unexamined variable, spurious correlation exists. (Rubinfeld 2011:421). Causality 
cannot only be concluded through data analysis; one must infer that a causal 
relationship exists on the basis of an underlying causal theory that explains the 
relationship between the two variables. Rubinfeld (2011:422) adds that causality 
can never be inferred directly as one must also look for empirical evidence showing 
the casual relationship. 
 
According to Baker (2006:1), multiple regression permits the study to use more 
than one factor to make a prediction whereas simple regression analysis only 
allows the study one causal factor. Multiple regression analysis also permits the 
researcher to separate causal factors which allows the study to analyse each 
factor‟s influence on what the study is trying to explain. Multiple regression models 
are often used to test a proposed theoretical model and can be interpreted using 
the following steps (Zikmund et al. 2010:588): 
 
 Examine the model F-test and if the test result is not significant then the 
model should be dismissed and there is no further steps required. 
 Examine the individual statistical tests for each factor estimate. An 
independent variable with significant results can reflected a significant 
explanatory variable. If an independent variable is not significant then the 
model should be run again with the non-significant variables removed. 
 Examine the model R2. No cut-off values exist that can distinguish a suitable 
amount of explained dissimilarity across all regression models. However, it is 
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important to note that the absolute value of R2 is fundamental when the 
researcher is more interested in prediction rather than explanation. 
 Examine collinearity diagnostics. Multicollinearity in regression analysis 
refers to how strongly interrelated the independent variables in a model are. 
A high multicollinearity score results in the parameters becoming too difficult 
to interpret. 
 
Factor analysis is another statistical tool that is used in assessing data obtained 
from the questionnaires. Factor analysis investigates the underlying structure of the 
items in a questionnaire by defining a set of common latent dimensions or factors. 
The association between the items are examined, yielding a number of latent 
variables that account for a considerable proportion of variance in the associations. 
There are two types of factor analysis. Confirmatory factor analysis is 
recommended when there is a prior theory available whereas exploratory factor 
analysis should be used when no prior structural hypothesis are available. 
(D‟Haenens, Van Damme & Onghena 2008:3). For the purpose of this study, 
exploratory factor analysis was used to investigate the underlying data of the 
questionnaire. 
 
According to De Winter, Dodou and Wieringa (2009:147), exploratory factor 
analysis is one of the most widely used statistical methods in psychological 
research. This is prompted by the need to go beyond the individual items of tests 
and questionnaires to reveal the latent structure attached to them. Factor analysis 
is predominantly performed with large sample sizes. De Winter et al. (2009:148) 
state that sample sizes above 200 respondents are considered large enough for 
exploratory factor analysis. Exploratory factor analysis is commonly used in 
organisational research. It can be used for refining measures, evaluating construct 
validity, and in some cases testing hypotheses. (Conway & Huffcutt 2003:147). 
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5.3 SUMMARY 
 
This chapter presented the research methodology used in the study. The research 
design, sampling techniques, research questionnaire used for data collection and 
the statistical methods were discussed. Due to the nature of the research 
questions and the fact that the fundamental objective of the study is the testing of 
hypotheses, a quantitative research technique was used to collect and analyse the 
data. The researcher made use of an online survey system known as 
SurveyMonkey to distribute and gather questionnaires from respondents within 
Volkswagen of South Africa. However, were certain employees did not have 
access to internet or computers, the researcher distributed hard copies. A total of 
260 questionnaires were gathered from employees within Volkswagen of South 
Africa. Multiple regression analysis was later used to analyse the data received. 
The following chapter will provide the empirical results of the quantitative analysis. 
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CHAPTER SIX 
 
EMPIRICAL INVESTIGATION AND RESULTS 
 
6.1 INTRODUCTION  
 
This chapter presents the results of reliability and validity assessments of the 
measuring instrument (questionnaire) that were used to measure each variable. 
Furthermore, it reports the results of the empirical evaluation and analysis of the 
perceptions of organisational commitment in the automotive industry. The results 
were obtained by basic statistics which include the mean and standard deviation; 
Cronbach Alpha correlation coefficients; Pearson correlation coefficients; multiple 
regression analysis and exploratory factor analysis. 
 
6.2 SUMMARY OF THE EMPIRICAL INVESTIGATION 
 
This research investigates and analyses the perceptions of organisational 
commitment by considering variables of organisational commitment theory. These 
variables include work environment, job considerations and personal 
considerations. In addition, the study seeks to identify the impact of organisational 
commitment on employee motivation and job involvement as indicated in the 
organisational commitment theoretical model (Figure 6.1).  
 
The focus of the questionnaire was to collect data pertaining to the perceptions of 
employees regarding organisational commitment in the automotive industry 
environment. Based on the research purpose of this study, the hypotheses will be 
stated again to put the study into perspective:  
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 The hypotheses concerning employee perceptions regarding 
organisational commitment are stated below: 
 
H01: There is no relationship between work environment, (as measured by the 
management style, organisational support and workplace cultures) and 
organisational commitment in the automotive industry. 
 
H02: There is no relationship between job considerations, (as measured by 
perceptions of mentoring, job security, and career development) and 
organisational commitment in the automotive industry. 
 
H03: There is no relationship between personal considerations, (as measured by 
personality and personal value) and organisational commitment in the 
automotive industry. 
 
H04: There is no relationship between organisational commitment and employee 
motivation in the automotive industry. 
 
H05: There is no relationship between organisational commitment and job 
involvement in the automotive industry.  
 
The empirically tested hypotheses are depicted on Figure 6.1 below. 
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FIGURE 6.1: THEORETICAL ORGANISATIONAL COMMITMENT MODEL  
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6.3 DATA ANALYSIS RESULTS 
 
The data analysis consisted of four distinct phases and the empirical results are as 
follows: 
 
 The first phase of data analysis aimed to evaluate internal reliability and 
consistency of the questionnaire items used in the study. This was done by 
calculating the Cronbach Alpha correlation coefficient values of each 
instrument through the use of the computer programme Statistica Version 
10.  
 A high value for Cronbach alpha does not mean that the scale is 
unidimensional. Factor analysis is a method to determine the dimensionality 
of a scale. (Gliem & Gliem 2003:87). Hence, the second phase of the 
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statistical analysis evaluates the discriminant validity of the various 
instruments used to measure the constructs under consideration. Validity is 
verified by means of exploratory factor analysis procedures which are used 
to discover the nature of the constructs influencing a set of responses. 
(DeCoster 1998:1). 
 The third phase evaluates the influence of independent variables on the 
dependent variables as specified in the model shown in Figure 6.1. The 
analysis is done through multiple regression analysis. According to Zikmund 
et al. (2010:584), multiple regression analysis is an analysis of association in 
which the effects of two or more independent variables on a single 
dependent variable are investigated simultaneously. 
 The objective of the fourth phase is to test the hypothesised relationships. 
 
Table 6.1 was constructed in order to illustrate the abbreviations for each of the 
variables used in the chapter.  
 
TABLE 6.1: ABBREVIATIONS OF VARIABLES 
VARIABLE ABBREVIATION 
Work Environment WE 
Management Style MS 
Organisational Support OS 
Workplace Culture WC 
Job Considerations: JC 
Mentoring M 
Job Security JS 
Career Development CD 
Personal Considerations: PC 
Personality  PE 
Personal Value PV 
Organisational Commitment OC 
Employee Motivation EM 
Job Involvement JI 
 
134 
 
6.3.1 INTERNAL RELIABILITY OF THE QUESTIONNAIRE ITEMS 
 
The Cronbach Alpha correlation coefficient was used to assess the internal 
reliability and consistency of the questionnaire items through the use of the 
STATISTICA (Version 10) computer package. According to Cortina (1993:98), 
reliability refers to the extent to which measurements are repeatable and that any 
random influence which tends to make measurements different from occasion to 
occasion, is a source of measurement error. Cronbach Alpha reliability coefficient 
normally ranges between 0 and 1. The closer the Cronbach Alpha coefficient is to 
1, the greater the internal consistency of the items in the questionnaire. (Gliem & 
Gliem 2003:87). The results of the study in Table 6.2 show Cronbach Alpha 
correlation coefficient values between 0.50 and 0.90. According to Hair, Babin, 
Money and Samouel (2003:172), a measuring instrument or item should have a 
Cronbach Alpha correlation coefficient of above 0.70. The greater the Cronbach 
Alpha correlation coefficients allocated to the items of the questionnaire, the 
greater the internal reliability or consistency of the items. Cortina (1993:103) states 
that if a test has a large alpha, then it can be concluded that a large portion of the 
variance in the test is attributable to general and group factors.  
 
However, for this study, the internal reliability for personality (PE) of 0.54 was 
accepted. The acceptance of a value greater than 0.50 for personality (PE) was in 
accordance with the findings of Joshi, Chen and Lim (2009:987) and Ku and Shen 
(2009:3). Thus, for instruments of attitude and preference assessment, Cronbach 
Alpha correlation coefficients of greater than 0.50 are an acceptable value for 
reliability tests.   
 
The organisational support (OS) and personal value (PV) variables were regarded 
as inadequate for further analysis and were subsequently deleted from the 
empirical model.  
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TABLE 6.2: CRONBACH ALPHA VALUES OF THE QUESTIONNAIRE 
ITEMS: THEORETICAL MODEL 
 
MEASURING INSTRUMENT INITIAL VALUE FINAL VALUE 
Management Style (MS) 0.80 0.80 
Workplace Culture  (WC) 0.78 0.78 
Mentoring (M) 0.90 0.90 
Job Security (JS) 0.91 0.91 
Career Development (CD) 0.82 0.82 
Personality (PE) 0.54 0.54 
Organisational Commitment (OC) 0.88 0.88 
Employee Motivation (EM) 0.78 0.78 
Job Involvement (JI) 0.83 0.83 
Organisational Support (OS) Did not load Deleted 
Personal Value (PV) Did not load Deleted 
 
Source: Statistical results obtained from Statistica calculations 
 
The study therefore retains work environment (MS, WC), job considerations (M, 
JS, CD,), personal considerations (PE), OC, EM and JI, since their Cronbach 
Alpha correlation coefficients were above the cut-off point. Organisational support 
(OS) and personal value (PV), which were far below the cut-off point, were not 
considered for further analysis. 
 
6.3.2 BASIC STATISTICS OF PREDETERMINED VARIABLES AND 
ORGANISATIONAL COMMITMENT  
 
The descriptive statistics used for all the variables under study include the mean 
and standard deviation. According to Zikmund et al. (2010:415), the mean is 
described as the arithmetic average and is perhaps the most common measure of 
central tendency. It is calculated by simply adding a list of scores and then dividing 
the total by the number of scores. The standard deviation in turn is regarded as a 
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measure of the spread of scores about the mean. The more spread out the 
distribution around the mean is, the larger the standard deviation will be.  
 
Table 6.3 shows the descriptive statistics of each variable that was measured on 
the five-point Likert scale. The degree to which respondents agreed with the 
statements on the variables was represented by options 4 or 5 on the scale. 
Options 1 or 2 represented the degree to which respondents disagreed with the 
statements. A response of uncertainty or indifference was indicated by option 3. 
Table 6.3 indicates that some respondents were neutral or indifferent as to whether 
job considerations as measured by mentoring (M) (mean score = 3.26), job 
security (JS) (mean score = 3.39) and career development (CD) (mean score = 
3.31) had an impact on organisational commitment within the automotive industry.  
This means that to some extent job security, career development and mentoring 
influence organisational commitment.  
 
TABLE 6.3: DESCRIPTIVE STATISTICS FOR EACH VARIABLE: GENERAL 
SAMPLE RESPONSE PER CATEGORY 
VARIABLE MEAN STANDARD DEVIATION 
MS 3.49 0.891 
WC 3.52 0.744 
M 3.26 0.936 
JS 3.39 0.902 
CD 3.31 0.839 
PE 4.10 0.501 
OC 3.79 0.857 
EM 3.79 0.742 
JI 3.15 0.913 
 
Source: Statistical results obtained from Statistica calculations 
 
Table 6.3 reveals that work environment, as measured by management style (MS) 
(mean score = 3.50) and workplace culture (WC) (mean score = 3.52) has an 
impact on organisational commitment within the automotive industry. Personal 
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considerations as measured by employee personality (PE) has a high impact on 
organisational commitment within the automotive industry (mean score = 4.10). 
Table 6.3 further shows that the respondents are highly committed to their 
organisation (OC) (mean score = 3.79). Furthermore, respondents perceived 
employee motivation (EM) to be highly influenced (mean score = 3.78) by 
organisational commitment, whilst job involvement (JI) (mean score = 3.15) is 
moderately influenced by organisational commitment within the automotive 
industry. 
 
Table 6.3 also provides the standard deviation scores of the respective variables. 
As previously mentioned, the standard deviation provides an indication of the 
spread or dispersion around the mean. Therefore, the larger the standard deviation 
values of the variable under study, the larger the distribution. The independent 
variable job considerations as measured by mentoring (M) (standard deviation = 
0.936), job security (JS) (standard deviation = 0.902) and career development (CD) 
(standard deviation = 0.839) received the highest standard deviation scores with 
the exception of career development (CD) which obtain the third highest score out 
of all the independent variables. This indicates that responses by respondents 
varied the most with regards to improving organisational commitment through 
mentoring and job security. Some respondents agreed significantly whereas other 
respondents disagreed that any improvements in mentoring and job security would 
influence organisational commitment. 
 
The lowest standard deviation score of the study was for the independent variable 
personal considerations as measured by personality (PE) which obtained a 
standard deviation score of 0.501. This indicates that responses by the 
respondents to the questionnaire items regarding personality varied the least in 
relation to the other variables. Therefore, most respondents agreed that personality 
had a big impact on organisational commitment within the automotive industry. 
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6.3.3 VALIDITY OF THE MEASURING INSTRUMENTS 
 
Assessment of correlations was done through the use of a computer software 
package. The next step in the data analysis is the assessment of the validity of all 
the variables indicated in Table 6.3. Construct validity is a scale evaluation criterion 
that deals with accuracy by providing an indication of the degree of the relationship 
between the instrument and the construct being measured. Construct validity 
implies that the empirical evidence generated from a measure is consistent with 
the theoretical logic about the concepts. (Zikmund et al. 2010:307-308). As was 
mentioned in Chapter five, construct validity can be segmented into sub-categories 
namely, discriminant validity, content validity, face validity, criterion validity and 
convergent validity. Discriminant and convergent validity were used to assess the 
validity of the questionnaire. 
 
 Discriminant validity 
 
According to Zikmund et al. (2010:307-308), discriminant validity exists when a 
measure has a low correlation with measures of dissimilar concepts. It occurs 
when a scale does not correlate too high with a measure of a different construct.  
The computer programmes Microsoft Excel, STATISTICA (Version 10) and AMOS 
19.0 were used to conduct the data analyses. According to Chinda (2011:208) and 
Saunders (1960:375), it is possible to use a factor loading of 0.35, however, for the 
purpose of this study, only those factors that were above 0.6 were considered to 
confirm discriminant validity, except for personality which had loadings greater than 
0.35 but less than 0.6. A lack of discriminant validity reduces confidence in results. 
 
Exploratory factor analysis was used in the study to measure the validity of the 
measuring instrument. The primary objective of exploratory factor analysis is to 
determine the number of common factors influencing a set of measures as well as 
to determine the strength of the relationship between each factor and each 
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observed measure. (DeCoster 1998:2). According to DeCoster (1998:2), the 
common uses of exploratory factor analysis are the following: 
 
 Identify the nature of the constructs underlying responses in a specific 
content area; 
 determine what sets of items are common in a questionnaire; 
 demonstrate the dimensionality of a measurement scale; 
 determine what features are most important when classifying a group of 
items; and 
 generate factor scores representing values of the underlying constructs for 
use in other analyses. 
 
6.3.3.1 Perceptions of employees towards work environment with regards to organisational 
commitment 
 
Table 6.4 indicates that three of the five items expected to measure the work 
environment dimension called management style (MS2, MS4, MS5) loaded onto 
factor one (1). This means that respondents view management style as a single 
construct. The other two items (MS1, MS3) expected to measure organisational 
commitment were deleted as they did not load to a significant extent on factor one 
(1).  
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TABLE 6.4: FACTOR LOADINGS: PERCEPTIONS OF EMPLOYEES 
TOWARDS MANAGEMENT STYLE 
MANAGEMENT STYLE FACTOR 1 
MS1 0.534 
MS2 0.646 
MS3 -0.360 
MS4 0.848 
MS5 0.763 
Loadings greater than 0.6 were considered significant 
 
Source: Statistical results obtained from Statistica calculations 
 
Table 6.5 indicates that three of the five items expected to measure the work 
environment dimension termed workplace culture (WC1, WC2, WC3, WC4) loaded 
onto factor one (1). This means that respondents view workplace culture as a 
single construct. Only one item (WC5) did not demonstrate sufficient discriminant 
validity and was thus deleted. 
 
TABLE 6.5: FACTOR LOADINGS: PERCEPTIONS OF EMPLOYEES 
TOWARDS WORKPLACE CULTURE 
WORKPLACE CULTURE  FACTOR 1 
WC1 0.719 
WC2 0.706 
WC3 0.656 
WC4 0.602 
WC5 0.541 
Loadings greater than 0.6 were considered significant 
 
Source: Statistical results obtained from Statistica calculations 
 
Table 6.4 and Table 6.5 show that respondents view work environment as 
measured by management style and workplace culture as a single construct. 
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Organisational support (OS) was regarded as inadequate for further analysis and 
was subsequently deleted from the empirical model.  
 
6.3.3.2 Perceptions of employees towards job considerations with regards to 
organisational commitment  
 
Table 6.6 indicates that all five items expected to measure the job considerations‟ 
dimension termed mentoring (M1, M2, M3, M4, M5) loaded onto factor one (1). 
This means that respondents view mentoring as a single construct.  
 
TABLE 6.6: FACTOR LOADINGS: PERCEPTIONS OF EMPLOYEES 
TOWARDS MENTORING 
MENTORING FACTOR 1 
M1 0.680 
M2 0.851 
M3 0.739 
M4 0.897 
M5 0.876 
Loadings greater than 0.6 were considered significant 
 
Source: Statistical results obtained from Statistica calculations 
 
Table 6.7 indicates that all five items expected to measure the job considerations 
dimension termed job security (JS1, JS2, JS3, JS4, JS5) loaded onto factor one 
(1). This means that respondents view job security as a single construct.  
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TABLE 6.7: FACTOR LOADINGS: PERCEPTIONS OF EMPLOYEES 
TOWARDS JOB SECURITY 
JOB SECURITY FACTOR 1 
JS1 0.778 
JS2 0.889 
JS3 0.875 
JS4 0.826 
JS5 0.694 
Loadings greater than 0.6 were considered significant 
 
Source: Statistical results obtained from Statistica calculations 
 
Table 6.8 indicates that four of the five items expected to measure the job 
considerations dimension termed career development (CD1, CD2, CD3, CD5) 
loaded onto factor one (1). This means that respondents view career development 
as a single construct. Only one item (CD4) did not demonstrate sufficient 
discriminant validity and was thus deleted. 
 
TABLE 6.8: FACTOR LOADINGS: PERCEPTIONS OF EMPLOYEES 
TOWARDS CAREER DEVELOPMENT 
CAREER DEVELOPMENT FACTOR 1 
CD1 0.764 
CD2 0.712 
CD3 0.822 
CD4 0.505 
CD5 0.627 
Loadings greater than 0.6 were considered significant 
 
Source: Statistical results obtained from Statistica calculations 
 
Table 6.6, Table 6.7 and Table 6.8 show that respondents view job considerations 
as measured by mentoring, job security and career development as a single 
construct.  
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6.3.3.3 Perceptions of employees towards personal considerations with regards to 
organisational commitment  
 
Table 6.9 indicates that four of the five items expected to measure the personal 
considerations dimension termed personality (PE2, PE3, PE4, PE5) have factor 
loadings greater than 0.4 but less than 0.6. As mentioned previously in the study, it 
is possible to use a loading of 0.35. Loadings greater than 0.4 for personality were 
therefore accepted. Table 6.9 indicates that these four items loaded onto factor 
one (1). This means that respondents view personality as a single construct. Only 
one item (PE1) did not demonstrate sufficient discriminant validity and was thus 
deleted. Personal value (PV) was regarded as inadequate for further analysis and 
was subsequently deleted from the empirical model. Thus personal consideration 
is only measured by personality in this study.  
 
TABLE 6.9: FACTOR LOADINGS: PERCEPTIONS OF EMPLOYEES 
TOWARDS PERSONALITY 
PERSONALITY FACTOR 1 
PE1 0.250 
PE2 0.436 
PE3 0.418 
PE4 0.593 
PE5 0.498 
Loadings greater than 0.4 were considered significant 
 
Source: Statistical results obtained from Statistica calculations 
 
6.3.3.4 Perceptions of employees towards organisational commitment 
 
Table 6.10 shows that four of the five items that are expected to measure 
organisational commitment within the automotive industry (OC2, OC3, OC4, OC5) 
loaded onto factor one (1). This means that respondents view organisational 
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commitment as a single construct. Only one item (OC1) was deleted as it did not 
load to a significant extent on factor one (1).  
 
TABLE 6.10: FACTOR LOADINGS: PERCEPTIONS OF EMPLOYEES 
TOWARDS ORGANISATIONAL COMMITMENT  
ORGANISATIONAL COMMITMENT FACTOR 1 
OC1 0.579 
OC2 0.817 
OC3 0.632 
OC4 0.895 
OC5 0.940 
Loadings greater than 0.6 were considered significant 
 
Source: Statistical results obtained from Statistica calculations 
 
The Table 6.11 summarises the variables that were greater than 0.6 and therefore 
loaded onto factor one (1). The employees therefore view each of the variables as 
a single construct.  
 
TABLE 6.11: EMPIRICAL FACTOR STRUCTURE: ORGANISATIONAL 
COMMITMENT AND INFLUENCES 
VARIABLES INDIVIDUAL ITEMS 
Work environment 
MS2, MS4, MS5 
WC1, WC2, WC3, WC4 
Job considerations 
M1, M2, M3, M4, M5, 
JS1, JS2, JS3, JS4, JS5 
CD1, CD2, CD3, CD5 
Personality PE2, PE3, PE4, PE5 
Organisational commitment OC2, OC3, OC4, OC5 
 
145 
 
6.3.3.5 Outcomes of organisational commitment  
 
The outcome variables (dependent variables) and the individual items expected to 
measure each outcome as summarised in Table 6.12 are discussed below:  
 
 Employee motivation 
 
Table 6.12 indicates that three of the five items expected to measure employee 
motivation (EM1, EM2, EM3) loaded on factor one (1). This means that 
respondents view employee motivation as a single construct. Only two items (EM4, 
EM5) could not load, hence no further analysis of these variables was considered 
and subsequently they were deleted.  
 
TABLE 6.12:  FACTOR LOADINGS: OUTCOME – EMPLOYEE MOTIVATION 
EMPLOYEE MOTIVATION FACTOR  1 
EM1 0.733 
EM2 0.680 
EM3 0.774 
EM4 0.488 
EM5 0.456 
Loadings greater than 0.6 were considered significant 
 
Source: Statistical results obtained from Statistica calculations 
 
 Job Involvement 
 
Table 6.13 reveals that three of the five items expected to measure job 
involvement of the employees (JI1, JI2, JI3) loaded onto factor one (1) as 
expected. This means that respondents view job involvement as a single construct. 
Only two items (JI4, JI5) could not load, hence no further analysis of these 
variables was considered and the variables were subsequently deleted.  
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TABLE 6.13: FACTOR LOADINGS: OUTCOME – JOB INVOLVEMENT 
 
Source: Statistical results obtained from Statistica calculations 
 
It is therefore concluded that respondents perceived all items expected to measure 
outcomes of organisational commitment as two constructs. These constructs are 
employee motivation and job involvement and are summarised in Table 6.14.  
 
TABLE 6.14: EMPIRICAL FACTOR STRUCTURE: OUTCOMES 
VARIABLES INDIVIDUAL ITEMS 
Employee motivation EM1, EM2, EM3 
Job involvement JI1, JI2, JI3 
 
Table 6.9 shows that as a result of the exploratory factor analysis, the independent 
variable personal considerations was measured by personality (PE) alone as 
personal value (PV) was regarded as inadequate for further analysis and was 
subsequently deleted from the empirical model. Based on these findings, the 
original hypotheses had to be reformulated and the theoretical model had to be 
adapted. 
 
JOB INVOLVEMENT FACTOR 1 
JI1 0.676 
JI2 0.889 
JI3 0.828 
JI4 0.592 
JI5 0.340 
Loadings greater than 0.6 were considered significant 
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TABLE 6.15:  EMPIRICAL FACTOR STRUCTURE: INFLUENCES AND 
OUTCOMES  
VARIABLES INDIVIDUAL ITEMS 
Work Environment 
MS2, MS4, MS5  
WC1, WC2, WC3, WC4 
Job considerations 
M1, M2, M3, M4, M5  
JS1, JS2, JS3, JS4, JS5  
CD1, CD2, CD3, CD5  
Personality PE2, PE3, PE4, PE5 
Organisational commitment OC2, OC3, OC4, OC5 
Employee motivation EM1, EM2, EM3 
Job involvement JI1, JI2, JI3 
 
 
The empirical factor structure as summarised in Table 6.15 is therefore subjected 
to regression analysis. Figure 6.2 shows the modified theoretical model.  
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FIGURE 6.2: THE EMPIRICAL MODEL OF EMPLOYEES’ PERCEPTIONS OF 
ORGANISATIONAL COMMITMENT 
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6.4 REGRESSION ANALYSIS  
 
Regression analysis is a statistical tool used to investigate relationships between 
variables of a study. This is done by assembling data on the underlying variables of 
interest and employing regression to estimate the quantitative effect of the casual 
variables upon the variable that they influence (Sykes n.d.:1). Linear regression 
analysis however is a method for calculating the linear association between an 
independent and a dependent variable. Linear regression analysis assumes that 
the dependent variable is predictively linked to the preceding variable (Zikmund 
2003:556). This means that the researcher could reject or not reject hypotheses 
based on the regression procedure. 
 
To objectively evaluate the “success” of the independent variables in predicting the 
variation in the dependent variable a “goodness-of-fit” measure was required. One 
such measure is the coefficient of determination denoted by R2. The R2 value 
varies between one and zero and it captures the percent of deviation from the 
mean in the dependent variable that could be explained in the model (Gupta 
2000:3). The higher the value the greater the deviation in the dependent variable. 
An R2 = 1 is a perfect score and is obtained only if the data points lie exactly along 
a straight line.  
 
In this study, a regression analysis procedure was used to assess the influence of 
the selected variables on organisational commitment (Figure 6.2). Multiple linear 
regression analysis was performed to assess whether the identified independent 
variables exert a significant influence on organisational commitment as well as 
whether organisational commitment has an impact on the dependent variables, 
employee motivation and job involvement. According to Sykes (n.d.:8), multiple 
regression analysis is a technique that allows additional factors to enter the 
analysis separately so that the effect of each can be estimated. It is a valuable 
technique for quantifying the impact of various simultaneous influences upon a 
150 
 
single dependent variable. Regression analysis is often also essential even when 
only the effect of only one of the independent variables is of interest. 
 
6.4.1 THE INFLUENCE OF EMPLOYEES‟ PERCEPTIONS ON ORGANISATIONAL 
COMMITMENT  
 
The following sections assess the relationship between the independent variables 
(work environment, job considerations and personality) and organisational 
commitment. The linkage between organisational commitment and the dependent 
variables (employee motivation and job involvement) will also be assessed.  
 
6.4.1.1 The influence of work environment, job considerations and personality on 
organisational commitment  
 
Table 6.16 shows that an R2 of 0.452 which indicates that 45% of the variability in 
organisational commitment is explained by the independent variables, work 
environment (WE), job considerations (JC) and personality (PE). This indicates that 
workplace culture (b = 0.430, p < 0.001), job security (b = 0.138, p < 0.020), career 
development (b = 0.159, p < 0.025) and personality (b = 0.347, p < 0.006) have a 
positive relationship with organisational commitment. However, Table 6.16 shows 
that management style exerted a negative influence (b = -0.101, p > 0.10) on 
organisational commitment although it is not statistically significant. These findings 
contradict the findings of Manetje (2009) who illustrated that certain management 
styles do lead to higher levels of organisational commitment. Table 6.16 below 
further indicates that mentoring does not exert a significant influence on 
organisational commitment. 
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TABLE 6.16: REGRESSION ANALYSIS – THE INFLUENCE OF WORK 
ENVIRONMENT, JOB CONSIDERATIONS AND PERSONALITY 
ON ORGANISATIONAL COMMITMENT 
 REGRESSION SUMMARY FOR ORGANISATIONAL 
COMMITMENT  
Parameter B Std Error T value p-value 
Management 
Style(MS) 
-0.101 0.062 -1.632 0.103 
 Workplace 
Culture(WC) 
0.430 0.086 4.963     0.001*** 
Mentoring (M) 0.075 0.079 0.934 0.351 
Job Security (JS) 0.138 0.059 2.330  0.020* 
Career Development 
(CD) 
0.159 0.071 2.243  0.025* 
Personality (PE) 0.347 0.342 2.737  0.006** 
R R2 F 
Std Error of 
estimate 
P 
67% 0.4524 29.27 0.0413   p<0 .00000 
*   = p < 0.05 
**  = p < 0.01 
*** = p < 0.001 
 
 
6.4.1.2 The influence of organisational commitment on employee motivation and job 
involvement 
 
Table 6.17 shows that the R2 of 0.452 indicates that 45% of the variability in 
organisational commitment is explained by the dependent variable employee 
motivation (EM). This means that employee motivation (b = 0.582, p < 0.001) has a 
positive relationship with organisational commitment. Table 6.17 also indicates that 
the R2 of 0.391 indicates that 39% of the variability in organisational commitment is 
explained by the dependent variable job involvement (JI). This means that job 
involvement (b = 0.652, p < 0.001) has a positive relationship with organisational 
commitment. 
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TABLE 6.17: REGRESSION ANALYSIS – THE INFLUENCE OF 
ORGANISATIONAL COMMITMENT ON DEPENDENT 
VARIABLES 
 REGRESSION SUMMARY FOR DEPENDENT 
VARIABLES: EMPLOYEE MOTIVATION  AND  
JOB INVOLVEMENT 
Parameter B Std Error T value P-value 
Employee Motivation 
(EM) 
0.582 0.040 14.430     0.001*** 
Job Involvement (JI) 0.652 0.052 12.462      0.001*** 
R R2 F 
Std Error 
of estimate 
P 
EM: 67% 0.4515 104.14 0.3047 
p<0.00000 
 
JI: 63% 0.3910 81.22 0.5115 p<0.00000 
*   = p < 0.05 
**  = p < 0.01 
*** = p < 0.001 
 
 
The t-values reported in Tables 6.16 and 6.17 need to be interpreted; the higher 
the t-values, the stronger the impact of the independent variables on organisational 
commitment or alternatively, the stronger the impact of organisational commitment 
on the dependent variables employee motivation and job involvement. The 
workplace culture (shown in Table 6.16) illustrates a reasonably strong impact on 
organisational commitment with a t-value of t = 4.963. Table 6.16 shows that 
personality has a moderate to low impact on organisational commitment with a t-
value of t = 2.737 followed by job security with a t-value of t = 2.330. Table 6.16 
also indicates that career development has a low impact on organisational 
commitment with a low t-value of t = 2.330. The dependent variable employee 
motivation (shown in Table 6.17) is strongly influenced by organisational 
commitment with a high t-value of t = 14.430. Equally significant in Table 6.17 is 
the negative impact of organisational commitment on job involvement with a 
negative t-value of t = -2.513 followed by a negative impact of management style 
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on organisational commitment with a t-value of t = -1.632, as indicated in Table 
6.16. Variables with low t-values indicate the weakest relationships with 
organisational commitment. Figure 6.3 indicates the relationships found and the 
individual items that influence each of the independent variables. 
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FIGURE 6.3: REGRESSION RESULTS OF EMPLOYEES’ PERCEPTIONS OF 
ORGANISATIONAL COMMITMENT 
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6.5 CORRELATION ANALYSIS OF THE HYPOTHESES  
 
According to Taylor (1990:35), correlation coefficient represents the degree of 
linear association between two variables. Correlation is one of the most widely 
used and reported statistical methods in summarising scientific research data. The 
correlation coefficient or r coefficient is a useful tool in determining if a relationship 
exists between two different variables as well as to assess the strength of this 
relationship. 
 
The correlation coefficient is often referred to as Pearson correlation coefficient. It 
requires both a magnitude and a direction of either positive or negative. The 
degree of association is measured and expressed by +1.0 as maximum positive 
correlation, 0.0 as no correlation and -1.0 as maximum negative correlation (Taylor 
1990:36). In other words, the closer the r coefficient approaches +- 1, regardless of 
the direction, the stronger is the existing association indicating a more linear 
relationship between the two variables. A positive correlation indicates that an 
increase in one variable corresponds to an increase in the other variable. This 
therefore indicates a direct relationship between the variables. (Taylor 1990:36). 
Table 6.18 summarises all the Pearson correlation coefficients among all the 
independent variables, dependent variables, employee motivation and job 
involvement. 
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TABLE 6.18:  ANALYSIS OF THE CORRELATIONS  
 Mean 
Std 
Dev 
PE MS WC M JS CD OC EM JI 
MS 3.492 0.891 0.389 1.000 0.543 0.629 0.289 0.406 0.314 0.324 0.262 
WC 3.521 0.744 0.440 0.543 1.000 0.707 0.556 0.629 0.620 0.622 0.467 
M 3.255 0.936 0.287 0.629 0.707 1.000 0.565 0.694 0.516 0.558 0.439 
JS 3.392 0.902 0.311 0.289 0.556 0.565 1.000 0.550 0.500 0.545 0.378 
CD 3.311 0.839 0.257 0.406 0.629 0.694 0.550 1.000 0.524 0.584 0.459 
PE 4.101 0.501 1.000 0.389 0.440 0.287 0.311 0.257 0.381 0.406 0.272 
OC 3.794 0.857 0.381 0.314 0.620 0.516 0.500 0.524 1.000 0.672 0.613 
EM 3.788 0.742 0.406 0.324 0.622 0.558 0.545 0.584 0.672 1.000 0.538 
JI 3.146 0.913 0.272 0.262 0.467 0.439 0.378 0.459 0.613 0.538 1.000 
 
Table 6.18 indicates that there is a significant positive correlation of 0.620 between 
workplace culture (WC) and organisational commitment (OC). This means that the 
strength of the relationship is high. Table 6.18 also indicates a significant positive 
correlation of 0.524 between career development (CD) and organisational 
commitment (OC).In addition, there is a significant positive correlation of 0.516 
between mentoring (M) and organisational commitment (OC) followed by a 
significant positive correlation of 0.500 between job security (JS) and 
organisational commitment (OC). This means that the strength of the relationships 
between organisational commitment and each of these independent variables 
(WC, CD, M and JS) is high. Although Table 6.18 shows that organisational 
commitment (OC) has a significant positive correlation with personality (coefficient 
value of 0.381) and management style (coefficient values of 0.314), the strength of 
these relationships is not very high. 
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Table 6.18 also shows that organisational commitment (OC) is positively correlated 
to employee motivation (EM) with a coefficient of 0.672. Similarly, organisational 
commitment (OC) is also positively correlated to job involvement (JI) with a 
coefficient of 0.613. This indicates that the strength of organisational commitment 
(OC) with employee motivation (EM) and job involvement (JI) is strong.   
 
(i) Findings on hypotheses 
 
H01: There is no relationship between work environment, (as measured by the 
management style and workplace culture) and organisational commitment in 
the automotive industry. 
 
Tables 6.16 and 6.18 reported a statistically significant positive relationship 
between work environment (as measured by workplace culture) and organisational 
commitment with a correlation coefficient of 0.620 (p < 0.001). Although Table 6.18 
shows that organisational commitment (OC) has a significant positive correlation 
with management style (MS), with a coefficient value of 0.314, the strength of this 
relationship is not very high. This means that there is a significant positive 
correlation between work environment and organisational commitment. Therefore 
H01 is rejected.  The alternative hypothesis is thus accepted. 
 
H02: There is no relationship between job considerations, (as measured by 
perceptions of mentoring, job security, and career development) and 
organisational commitment in the automotive industry. 
 
Tables 6.16 and 6.18 reported a statistically significant positive relationship 
between the job considerations (as measured by job security and career 
development) and organisational commitment. Job security obtained a correlation 
coefficient of 0.500 (p < 0.020) and career development obtained a correlation 
coefficient of 0.524 (p < 0.025). Although mentoring is negatively related to 
organisational commitment, there is a significant correlation between mentoring 
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and organisational commitment 0.516 (p < 0.351). This means that there is a 
significant positive correlation between the job considerations dimensions and 
organisational commitment with correlation coefficients of 0.516 (mentoring), 0.500 
(job security) and 0.524 (career development). Therefore H02 is rejected.  The 
alternative hypothesis is thus accepted. 
 
H03: There is no relationship between personality and organisational commitment 
in the automotive industry. 
 
Tables 6.16 and 6.18 indicated that there is a significant positive relationship 
between personality and organisational commitment with a correlation coefficient of 
0.381 (p < 0.006).  Therefore H03 is rejected.  The alternative hypothesis is thus 
accepted. 
 
H04: There is no relationship between organisational commitment and employee 
motivation in the automotive industry. 
 
Tables 6.17 and 6.18 revealed a statistically significant positive relationship 
between organisational commitment and employee motivation 0.672 (p < 0.001). 
This means that there is a significant positive correlation between organisational 
commitment and employee motivation in the automotive industry.  Therefore H04 is 
rejected.  The alternative hypothesis is thus accepted. 
 
H05: There is no relationship between organisational commitment and job 
involvement in the automotive industry.  
 
Tables 6.17 and 6.18 reported a statistically significant positive relationship 
between organisational commitment and job involvement (p < 0.001). This means 
that there is a significant positive correlation between organisational commitment 
and job involvement with a correlation coefficient of 0.612. Therefore H05 is 
rejected.  The alternative hypothesis is thus accepted. 
159 
 
Two separate sets of linear regression analyses were conducted to test the above 
hypotheses. 
 
6.6 INFLUENCE OF EMPLOYMENT CONTRACTS ON ORGANISATIONAL 
COMMITMENT AND DEPENDENT VARIABLES 
 
Statistical analysis between employment contracts and organisational commitment 
as well as between employment contracts and employee motivation and job 
involvement indicated the following. 
 
Employment contracts had no statistical significance with organisational 
commitment with a score of 0.736. This indicates that the type of employment 
contract does not have an influence on the level of organisational commitment that 
employees give to the organisation. It was also noted that employment contracts 
had no statistical significance with the dependent variable, employee motivation 
with a score of 0.734. Therefore, the motivation levels of employees within the 
automotive industry do not vary according to the type of contract.  
 
The only significant link to employment contracts was found with the dependent 
variable, job involvement. The score of 0.013, which is above the 95% confidence 
level, indicates statistical significance between employment contracts and job 
involvement. Therefore, the type of employment contract an employee has will 
influence the level of job involvement. This was also evident in the research of 
(Parker, Griffin, Sprigg & Wall 2002) who mentioned that temporary contract 
employees would generally be given fewer work tasks as opposed to the tasks 
given to permanent contract employees. Therefore, Parker et al. (2002) indicated 
that types of contracts experience different levels of involvement within an 
organisation. The score of 0.013 indicates that this is also true for employees 
within the automotive industry. 
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6.7 SUMMARY 
 
This chapter examined the elements of empirical evaluation of employees‟ 
perceptions on organisational commitment within the automotive industry. Each of 
the five hypotheses was examined along with a discussion of the study design and 
implementation.  
 
The final chapter examines the results of the study in greater detail and discusses 
limitations, contributions and areas for future research that have been identified 
and highlighted in this dissertation. In addition to highlighting many contributions to 
knowledge and some management implications, this chapter also gives a synopsis 
of the main sample descriptive results and the main findings of the employees‟ 
perceptions of organisational in the automotive industry.  
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CHAPTER SEVEN 
 
SYNOPSIS AND RECOMMENDATIONS 
 
7.1 INTRODUCTION  
 
The primary objective of the study is to identify factors which influence 
organisational commitment of employees with different employment contracts, as 
well as to investigate whether organisational commitment is positively associated 
with employee motivation and job involvement within the automotive industry. This 
was done by sampling 260 employees within Volkswagen of South Africa. Chapter 
six provided an empirical investigation to assess the effect of the independent 
variables (work environment, job considerations and personal considerations) on 
organisational commitment as well as to further assess the relationship between 
organisational commitment and employee motivation and job involvement within 
the automotive industry. The purpose of chapter seven is to provide a summary of 
the main research findings and to give recommendations to supervisors and 
managers within the automotive industry based on the empirical results and 
conclusions.  
 
Chapter seven will begin with a brief summary of the study followed by an outline 
of conclusions drawn from the empirical investigation. The study will then provide 
recommendations to supervisors and managers on how to improve organisational 
commitment and subsequently employee motivation and job involvement. The final 
section presents the limitations of the study and the proposal for future research.   
 
7.2 SUMMARY OF THE FINDINGS OF THE CHAPTERS 
 
As indicated in chapter one, the primary objective of the study was to identify and 
investigate the influence of independent variables (work environment, job 
considerations and personal considerations) on organisational commitment by 
focusing on an employment contract perspectives. Furthermore, the relationship 
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between organisational commitment and the dependent variables (employee 
motivation and job involvement) were also analysed. Another main objective was to 
give recommendations to supervisors and managers on how to improve 
organisational commitment within the automotive industry. 
 
In order to assess the perceptions of employees on organisational commitment, 
the following secondary objectives are pursued: 
 
 to investigate literature on the types of employment contracts within the 
workplace;  
 to investigate literature on the nature of organisational commitment; 
 to investigate literature on work environment, job considerations and 
personal considerations within the workplace; 
 to perform an empirical investigation among employees in organisations 
within the automotive industry; and 
 to provide recommendations on how to improve organisational commitment 
within the automotive industry, taking into account the impact of various 
employment contracts on employee motivation and job involvement. 
 
The literature review was presented in chapter two where the study focused on the 
different employment contracts. The importance of having well-structured 
employment contracts in place so as to prevent any future risks to both the 
employee and the organisation, as well as to enhance the satisfaction levels of 
employees, was mentioned. Different conditions are attached to different 
employment contracts and thus each contract influences an employee differently 
and results in different behaviours and attitudes of employees in the workplace.  
 
Organisational success is heavily dependent on a flexible workforce and many 
organisations are continuously finding methods to improve so as to adopt a 
competitive advantage in the industry. This can be achieved by having a well-
balanced staff involving permanent, temporary and fixed-term contracts. 
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Permanent contract employees tend to be more committed to an organisation 
because they have the opportunity for career advancements and are often involved 
in long-term strategies for growth. Temporary contract employees often experience 
less workload than normal permanent contract positions and consequently 
experience lower job strain. The opportunity for challenging jobs is often not 
available and the organisation is less willing to invest in knowledge and skill 
development of these employees. Fixed-term employees are hired by an 
organisation for a pre-determined period. These employees have high job security 
while the contract is active. However, their contracts are often shorter than those of 
permanent contracts.   
 
Chapter three provided literature on organisational commitment. The chapter 
illustrated the definitions of organisational commitment, the different dimensions of 
organisational commitment, the importance of organisational commitment, the 
challenges and antecedents of organisational commitment and the methods for 
achieving commitment in the workplace. Furthermore, previous studies on 
organisational commitment were also discussed in detail.  
 
The fundamental objective of any organisation is to ensure that it performs 
effectively. This can be achieved through high levels of effort and commitment. 
However, effort and commitment is not just a responsibility of employees, the 
organisation itself has to have correct facilities and processes in place in order to 
further the success. As the skills of employees increase, so do the job 
opportunities for employees both internally and externally. Therefore, the 
development of a skilled labour force also creates additional challenges for 
organisations as retention becomes an issue. However, by developing normative 
commitment within these employees, an organisation may be able to retain them. 
From an automotive industry perspective, it is imperative to create a link between 
the automotive industry and organisational commitment. The industry contributes 
substantially to the South African economy, not just through employment creation 
and production output, but through skill and infrastructure development.  
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Chapter four focused on all the independent and dependent variables of the study. 
The independent variables include personal considerations, work environment and 
job considerations and the dependent variables include employee motivation and 
job involvement. Each attribute of the independent and dependent variables was 
investigated in order to assess whether relationships existed between the attribute 
and organisational commitment.  
 
Literature suggested that most of the attributes within the independent variables 
had some sort of influence on commitment levels of employees in organisations. 
However, further research is required in order to identify whether the relationships 
also exist in the automotive industry. The chapter also focused on important 
research findings as well as the challenges and benefits of certain attributes to an 
organisation. For the dependent variables, employee motivation and job 
involvement, focus was placed on the factors which influence these variables in the 
workplace. A highly motivated and involved workforce is the pre-requisite to 
success of any organisation, whether in the automotive industry or not.  
 
Chapter five summarised the research methodology used in the study. Due to the 
fact that this study follows quantitative research methods, a positivistic research 
paradigm was followed. The data was obtained from both primary and secondary 
sources. Primary research was obtained from a self-constructed questionnaire 
whereas various textbooks, journals and websites were consulted to accumulate 
secondary data for the literature overview. A total of 260 questionnaires were 
obtained from employees within the automotive industry, specifically, Volkswagen 
of South Africa. The questionnaires were distributed through an online internet 
service known as SurveyMonkey. However, certain respondents did not have 
access to emails. Questionnaires were distributed manually to these employees. 
 
Data analysis was conducted in four distinct phases:   
 
 The first phase of data analysis evaluated internal reliability and consistency 
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of the questionnaire items used in the study. This was done by calculating 
the Cronbach Alpha correlation coefficient values of each instrument.  
 The second phase of the statistical analysis evaluated the discriminant 
validity of the various instruments used to measure the constructs under 
consideration. Validity was verified by means of exploratory factor analysis 
procedures which were used to discover the nature of the constructs 
influencing the responses.  
 The third phase evaluated the influence of independent variables on 
dependent variables. This was done through multiple regression analysis.  
 The fourth phase tested the hypothesised relationships. 
 
7.3 SUMMARY OF THE MAIN EMPIRICAL FINDINGS OF THE STUDY 
 
Section A analysed the independent and dependent variables data which 
generated results in relation to the degree to which respondents agreed or 
disagreed with the questionnaire items. Mean and standard deviation scores were 
obtained in this regard. The variable personality received the highest mean score 
of 4.10. Therefore employees agreed that there is a link between an employee‟s 
personality and organisational commitment. The lowest mean score was obtained 
by the dependent variable job involvement with a score of 3.15. Employees 
therefore were relatively neutral or uncertain as to whether commitment of 
employees leads to job involvement.  The variable, mentoring, received the highest 
standard deviation score of 0.936 indicating that responses varied the most in this 
variable. The dependent variable, employee motivation, received the lowest 
standard deviation score of 0.742 indicating a low degree of variation in responses.  
 
In testing the internal reliability, job security received the highest Cronbach Alpha 
correlation coefficient of 0.91. This illustrates that the statements produced in the 
job security variable to measure organisational commitment of employees are most 
likely to yield consistent results in other tests and accurate deductions can 
therefore be made from the statements. The variable, personality, received the 
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lowest Cronbach Alpha correlation coefficient of 0.54 but was accepted based on 
the research by Ku and Shen (2009:3) and Joshi et al. (2009:987). 
 
Exploratory factor analysis was used to measure the validity of the measuring 
instrument. For work environment, the dimension management style had two 
items, MS1 and MS3, that were expected to measure organisational commitment 
but did not load significantly on factor one (1). These items were therefore deleted 
from the analysis of the construct. The items MS2, MS4 and MS5 all loaded onto 
factor one (1). For workplace culture, only one item (WC5) with a score of 0.541, 
did not demonstrate discriminant validity and was subsequently deleted.   
 
For job considerations, the dimensions termed mentoring and job security had all 
the items loaded onto factor one (1). This indicated that the respondents viewed 
mentoring and job security as a single construct. For career development, only the 
item CD4 did not load onto factor one (1) and was subsequently deleted. The 
personal considerations variable had only one dimension termed personality. The 
personal value dimension was considered as inadequate for further analysis and 
was subsequently deleted from the study. For personality, four of the five items 
(PE2, PE3, PE4, PE5) loaded onto factor one (1) and were viewed by the 
respondents as single constructs.  
 
Four of the five items expected to measure organisational commitment loaded onto 
factor one (1) and the respondents therefore viewed organisational commitment as 
a single construct. For the dependent variables, employee motivation had three 
items (EM1, EM2, EM3) load onto factor one (1) whereas for job involvement only 
JI1, JI2 and JI3 loaded onto factor one (1). The other items (EM4, EM5, JI4, JI5) 
were deleted.   
 
The results of the multiple regression analysis showed that 45% of the variability in 
organisational commitment was explained by the independent variables (work 
environment, job considerations and personality). Workplace culture, job security, 
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career development and personality were found to be statistically significant. The 
dimensions, management style and mentoring were found to be statistically 
insignificant with p values falling outside the 95% confidence level or greater than 
0.05. This indicates that the adjustment or changing of management style and 
mentoring will not contribute towards higher levels of organisational commitment of 
employees within the automotive industry.  
 
The regression results of the effect of organisational commitment on the dependent 
variables yielded the following results. Both employee motivation (EM) and job 
involvement (JI) were found to be statistically significant with p values less than 
0.05. The results indicated that 45% of the variation in employee motivation was 
explained by organisational commitment and 39% of the variation in job 
involvement was explained by organisational commitment. However, job 
involvement obtained a t value of -2.513 indicating that organisational commitment 
had a negative impact on job involvement.  
 
In analysing the effects of employment contracts on organisational commitment 
and the dependent variables (employee motivation and job involvement), it was 
noted that a significant positive relationship only existed between employment 
contracts and job involvement. Therefore, the different types of contracts did not 
have any influence on organisational commitment and employee motivation. 
Moving an employee from a temporary contract to a permanent contract will more 
likely have a positive effect on the level of involvement within the workplace than 
on the level of commitment and motivation. 
 
In analysing biographical data in section B, 67% of the respondents were male and 
the majority of the respondents fell between the ages of 20 and 39 years. 
Approximately 48% of the respondents had been working at Volkswagen of South 
Africa for less than 5 years. Of the total responses, 70% of the respondents were 
on permanent contracts, 20% were on temporary contracts and the remainder 
were on fixed term contracts at Volkswagen of South Africa.  
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7.4 RECOMMENDATIONS OF THE STUDY 
 
The South African automotive industry is one of the largest sectors contributing 
substantially to economic development and sustainability as well as employment 
creation. However, one of the biggest challenges for organisations within this 
industry is the retention of skilled and knowledgeable employees. Retaining staff 
will not be possible if the correct process and structures are not in place. More 
specifically, organisations need to find the best methods to encourage employees 
to become more committed. This is an extremely complex task as employees are 
influenced by multiple factors. Some of these include remuneration, job security, 
flexible working hours, cultural aspects, career advancement and personality.  
 
The study focused on three main areas, namely the work environment, job 
considerations and personal considerations. Each of these areas were broken into 
further variables such as management style, organisational support, workplace 
culture, mentoring, job security, career development, personality and personal 
value. The link between these variables and organisational commitment was 
assessed in detail as well as the link between organisational commitment and 
employee motivation and organisational commitment and job involvement. Based 
on the summary of the study and the main empirical findings presented in chapter 
six, conclusions and recommendations to supervisors and managers in the 
automotive industry can be provided.  
 
The empirical findings have shown workplace culture to be the most important 
variable influencing organisational commitment. Regression analysis indicated a 
strong positive relationship to organisational commitment. This indicates that 
adapting the culture of the workplace will result in greater levels of organisational 
commitment. Organisations can therefore enhance the commitment levels of 
employees by instilling values, beliefs and behaviour patterns which will facilitate 
the desired employee behaviours and lead to higher levels of commitment. Based 
on the research findings, organisations should set clear business and operational 
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objectives. These objectives should also be clearly communicated to all employees 
and management need to ensure that all employees understand these objectives. 
The business strategies of the organisation should also be clearly communicated 
to the employees. It is important that the employees understand the importance of 
their jobs to ensure that the business strategies are successfully implemented.   
 
Personality was found to be the second most important variable influencing 
organisational commitment. It was found that personality has a positive impact or 
relationship with organisational commitment. Personality therefore affects the 
extent to which employees are a positive or negative force in an organisation. With 
a positive workforce comes other spinoff such as employee commitment. It is thus 
essential for supervisors and managers to understand the various personalities of 
employees and to respect these personalities. Creating an environment with a 
team that suits the personalities of employees is thus essential as it will influence 
the commitment levels. It is also important for organisations to hire employees 
whose personality best fits the general work environment thus increasing the 
chances of improving organisational commitment. Based on the research findings, 
those employees who are able to keep their emotions in check even in very difficult 
situations and are determined to overcome obstacles will more likely yield higher 
levels of organisational commitment. The findings also suggest that employees 
who show sensitivity to the needs of others and are able to accept positive criticism 
will also yield higher levels of organisational commitment.  
 
The variable, job security and career development also had a positive relationship 
with organisational commitment. These variables play essential roles in improving 
organisational commitment and can easily be managed by supervisors and 
managers. For example, a supervisor or manager can develop a career path that 
best suits an employee and the organisation and allows the employee to develop 
skills and knowledge that will equip him/her for the future. However, the impact of 
career paths on the employee‟s commitment levels will be a lot stronger for 
younger employees as they tend to be more ambitious and driven to develop their 
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careers. Creating a stable work environment can be enhanced by building strong 
relationships within the teams thus giving employees the perception that they are 
valuable to the organisation and that their involvement is important. Based on the 
research findings on career development, adequate structures should be in place 
in an organisation in order to encourage career development. Job specific training 
is also fundamental in order to facilitate employee commitment. Career 
development opportunities should also be available to employees which allow them 
to reach higher management levels. This will have a positive effect on the 
commitment levels of employees. 
 
The strength of job security on organisational commitment will be a lot stronger for 
employees in the latter half of their working careers as their focus shifts from 
career development opportunities to a more stable job allowing them to prepare for 
retirement. Thus organisations should take into account the general age of the 
employees and develop practices or procedures that will best impact these 
employees. Based on the research findings on job security, ensuring confidence in 
employees because of lengthy employment service, expertise in a particular field 
or because the employee has multiple skill will result in increased organisational 
commitment. Supervisors and managers need to illustrate to employees that their 
skills are valued.    
 
Mentoring showed a positive relationship with organisational commitment, but with 
a lower level of importance. However, it must not be forgotten that this variable can 
make or break the attitudes adopted by new employees when starting new jobs. It 
is thus essential for proper mentoring procedures to be in place within a 
department or organisation so as to further enhance the commitment of new 
employees. Mentoring allows employees to understand the tasks required in a job 
thus reducing the chances of employees becoming frustrated with the tasks due to 
a lack of know how. From the research findings on mentoring, it is essential to not 
only have a mentor in place but to also ensure that the mentor provides support, 
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gives regular feedback and gives good advice when the employee is faced with a 
challenging task. This will encourage employee commitment.   
 
The variable, management style, showed a negative relationship with 
organisational commitment. This indicates that employees do not value the styles 
of management within the organisation. Adopting different management styles will 
not assist in increasing organisational commitment however, it is important to note 
that employees can react negatively to high levels of supervision and continuous 
follow ups. Instead of trying to adopt the most suitable management style within the 
organisation, supervisors and managers should rather focus on areas such as the 
workplace culture which could have a far greater effect on organisational 
commitment.  
 
In analysing the results of the link between organisational commitment and 
employee motivation and job involvement, the following was discovered. Employee 
motivation was found to have a strong positive relationship with organisational 
commitment. Therefore, a committed employee is also a highly motivated 
employee. Job involvement also has a positive relationship with organisational 
commitment. As per chapter two, it is clear that the type of employment contract 
could also have an influence on job involvement. Permanent contract employees 
tend to have greater responsibility within the workplace and are involved in more 
challenging work tasks than temporary or fixed-term employees.  
 
7.5 LIMITATIONS OF THE STUDY AND PROPOSAL FOR FUTURE RESEARCH  
 
The study was conducted on employees within Volkswagen of South Africa. 
However, the main limitation to the study was that no other OEM (Original 
Equipment Manufacturers) such as BMW, Ford, Daimler Chrysler and General 
Motors was included in the sample. The reason for this was twofold. Firstly, due to 
the high levels of competitiveness within the industry, organisations were not 
willing to share information. Secondly, certain organisations were experiencing 
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situations where they were laying off staff. Thus, the sensitivity of the topic under 
investigation might have triggered negative attitudes within the organisations. 
Further research is therefore required in the other OEMs as well so as to create a 
complete picture within the automotive industry. 
 
Due to the fact that the industry involves many operators on the production lines, it 
was difficult to obtain completed questionnaires from these employees. A further 
in-depth study should be conducted on operators in order to analyse the 
commitment levels of these employees. 
 
7.6 CONCLUSION OF THE STUDY  
 
This study provided insight into commitment levels of employees within the 
automotive industry. More specifically, identified the extent to which the work 
environment, job considerations and personal considerations influenced 
organisational commitment as well as the relationship between organisational 
commitment and the dependent variables (employee motivation and job 
involvement). The different types of employment contracts were also incorporated 
so as to identify any pattern or link between the types of employment contracts and 
organisational commitment. 
 
The automotive industry is an essential driver in the South African economy and 
thus it is essential to identify the main drivers to employee commitment. A 
committed employee leads to high job involvement and motivation within the 
organisation, both which are essential to organisational success. Through proper 
planning and organising, organisations can generate higher levels of employee 
performance. Focus therefore should be directed towards finding ways to enhance 
workplace culture, employee personality, job security and career development. 
These variables are more likely to improve the commitment levels of employees. 
The study also established that the variables, workplace culture, personality, job 
security, career development and mentoring had a positive influence on 
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organisational commitment. The link between organisational commitment and 
dependent variables (employee motivation and job involvement) also yielded 
positive relationships. The workplace culture variable was found to have the 
greatest impact on organisational commitment within the automotive industry.  
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SAMPLE QUESTIONNAIRE 
 
 
 
 
 
 
 
 
 
Unit for Applied Management Sciences 
Summerstrand South Campus 
DEPARTMENT OF BUSINESS MANAGEMENT 
Tel. +27 (0)41 504 2875   Fax. +27 (0)41 504 4840 
 
06 June 2012 
Dear Respondent 
I am currently studying towards my Masters Degree in the faculty of Business and 
Economic Sciences at the Nelson Mandela Metropolitan University in Port 
Elizabeth. In order to complete my degree, I am conducting research on 
organisational commitment in the automotive industry.  
The automotive industry is also an essential player in the SA economy, contributing 
substantially to job creation. It is therefore fundamental to identify the most efficient 
and effective methods for improving organisational commitment which is assumed 
to have further impact on job involvement and motivation. These factors are 
fundamental to an organisations success, especially in an industry which is fast 
paced and highly competitive. 
I would greatly appreciate it if you could respond to the following questions so as to 
assist me in compiling an accurate study.  
Please note that all information will be treated as confidential. Although your 
identity will at all times remain confidential, the results of the research study may 
be presented at scientific conferences or in specialist publications.  
 
Kind Regards, 
PBailey                           
Peter Bailey                                   
Researcher                                    
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SECTION A 
 
Please answer the following section based on your own perceptions; there are no right or wrong 
answers. Indicate to what extent you agree with the following statements. 
 (1) Strongly disagree (2) disagree (3) neutral (4) agree (5) strongly agree 
No. QUESTION Disagree---------------Agree 
1.1 I prefer working in a team rather than as an individual 1 2 3 4 5 
1.2 
I am able to keep my emotions in check even in very difficult 
situations 
1 2 3 4 5 
1.3 
When faced with obstacles on the job, I am determined to 
overcome them 
1 2 3 4 5 
1.4 I show sensitivity to the needs and feelings of others 1 2 3 4 5 
1.5 I am able to accept criticism from my colleagues 1 2 3 4 5 
1.6 
I find that my values and the organisation’s values are very 
similar  
1 2 3 4 5 
1.7 
My organisation’s work environment allows me to express my 
personal values  
1 2 3 4 5 
1.8 
I feel that I should be involved in higher level decision making 
in my organisation 
1 2 3 4 5 
1.9 I ought to be consulted when doing succession planning 1 2 3 4 5 
1.10 My team perform better when I am involved in the task 1 2 3 4 5 
1.11 
My supervisor gives me detailed instructions rather than 
general directions on how to complete tasks 
1 2 3 4 5 
1.12 
When solving problems, my supervisor gets involved by 
coaching me to arrive at an appropriate decision  
1 2 3 4 5 
1.13 
My supervisor’s lack of consistency in implementing 
disciplinary measures discourages me in performing my job    
1 2 3 4 5 
1.14 
My supervisor communicates objectives openly to allow 
positive participative decision making  
1 2 3 4 5 
1.15 
My supervisor invites me to provide feedback or share opinions 
about job related activities   
1 2 3 4 5 
1.16 
My organisation acknowledges my contribution towards the 
achievement of organisational objectives 
1 2 3 4 5 
1.17 
My organisation provides medical facilities in the workplace to 
ensure my physical wellbeing 
1 2 3 4 5 
1.18 
My organisation provides counselling facilities in the workplace 
to ensure my emotional wellbeing 
1 2 3 4 5 
1.19 
My organisation creates an environment where I can socially 
interact with my colleagues 
1 2 3 4 5 
1.20 
I know that I will receive guidance from anyone within my 
organisation whenever I need to complete a new/difficult task 
1 2 3 4 5 
1.21 
My organisation has clear business and operational objectives 
that I understand 
1 2 3 4 5 
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No.  QUESTION Disagree-------------Agree 
1.22 
My organisation discusses business strategies related to my job 
with me  
1 2 3 4 5 
1.23 
I believe that my organisation has put in place a clear set of 
values that underpin business performance  
1 2 3 4 5 
1.24 
I feel that the longer I stay in my organisation the more the 
positive employee morale will influence me 
1 2 3 4 5 
1.25 
I feel that my organisation fairly implements disciplinary 
measures  
1 2 3 4 5 
1.26 
I will always work for my organisation because they have 
effective mentoring structures in place 
1 2 3 4 5 
1.27 
My mentor provides support and gives regular feedback on 
work progress 
1 2 3 4 5 
1.28 
Having a mentor in the workplace encourages me to be more 
committed in my job 
1 2 3 4 5 
1.29 
I get good advice from my mentor when I am faced with the 
task of completing a challenging job 
1 2 3 4 5 
1.30 
My mentor always enhances/ensures the success of my talents 
through professional development 
1 2 3 4 5 
1.31 
I am confident that my organisation will keep me because of 
my long employment service 
1 2 3 4 5 
1.32 
I am confident that my organisation will keep me because I am 
an expert in my job 
1 2 3 4 5 
1.33 
I am confident that my organisation will keep me as I am a 
multi-skilled employee 
1 2 3 4 5 
1.34 
I am confident that my organisation will keep me although 
there may be a change in management 
1 2 3 4 5 
1.35 My organisation gives me a sense of security despite my age 1 2 3 4 5 
1.36 
My organisation has adequate structures in place to encourage 
career development 
1 2 3 4 5 
1.37 My organisation offers job specific training for me 1 2 3 4 5 
1.38 
My organisation provides career development opportunities 
allowing me to reach higher management levels  
1 2 3 4 5 
1.39 
My organisation provides adequate support regarding my 
private studies to uplift the organisation 
1 2 3 4 5 
1.40 My career development progress is reviewed on a regular basis 1 2 3 4 5 
1.41 
Being part of my organisation inspires me to perform better in 
my job 
1 2 3 4 5 
1.42 
Having other employees in my organisation that rely on me for 
leadership motivates me to do my job 
1 2 3 4 5 
1.43 
I will always work harder in my organisation because I can use 
my own initiative to perform my tasks better 
1 2 3 4 5 
1.44 I am always willing to do my job without supervision 1 2 3 4 5 
1.45 
I am willing to perform tasks in my job because I will receive 
feedback from my supervisor 
1 2 3 4 5 
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No. QUESTION Disagree-------------Agree 
1.46 I willingly spend my free time at work 1 2 3 4 5 
1.47 Most of my personal goals are related to my job 1 2 3 4 5 
1.48 Most of my interests are related to my job 1 2 3 4 5 
1.49 
I willingly undertake extra duties and responsibilities related to 
my job 
1 2 3 4 5 
1.50 I am always striving for excellence at work 1 2 3 4 5 
1.51 
I am willing to put in a great deal of effort beyond what is 
normally expected in order to help this organisation be 
successful 
1 2 3 4 5 
1.52 
I talk up this organisation to my friends as a great organisation 
to work for 
1 2 3 4 5 
1.53 
I would accept almost any type of job assignment in order to 
keep working for this organisation 
1 2 3 4 5 
1.54 I am proud to tell others that I am part of this organisation 1 2 3 4 5 
1.55 I am extremely glad that I chose this organisation to work for 1 2 3 4 5 
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SECTION B 
 
Please mark your selection with an (X) 
 
1 Gender 
 
Male  1 
Female  2 
 
2 Age group (years) 
 
>20  1 
20 – 29  2 
30 – 39  3 
40 – 49  4 
50 – 59  5 
60+  6 
 
3 Population group  
 
Asian  1 
Black  2 
Coloured  3 
White  4 
Not willing to say  5 
 
4 How long have you been an employee of the company?    
 
0 – 5  1 
6 – 10  2 
11 – 15  3 
16 – 20  4 
21+  5 
 
5 How many years have you been working (total working experience)?  
 
0 – 5  1 
6 – 10  2 
11 – 15  3 
16 – 20  4 
21+  5 
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Employment status 
 
Permanent  1 
Temporary  2 
Fixed-Term  3 
  
6 Please indicate the company name 
 
 
Thank you for your participation 
